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The Regional Transportation Authority oversees the nation's second largest

transit system, carrying more than 700 million passengers a year on a network

of bus, rapid transit and commuter rail lines in the six-county Chicago area.

Its $423 million operating budget for 1984 supports projected system operating

costs of $832 million. The 1984 capital budget is $279 million.

since its creation in 1974.

Thompson signed a bill that

state subsidy and set up an

The Board's goals were to

the system, streamline

The RTA had chronic financial problems almost

Then, on November 9, 1983, Governor James R.

restructured the RTA, gave it a $75 million

Interim Board of Directors to run the agency

achieve financial stability, win back riders to

management and build public confidence in the RTA.

In the six months since then, the RTA:

* Eliminated the 1983 deficit of $14.5 million. We anticipate a $40.1

million operating balance at the end of 1984.

* Repaid the $100 million the RTA borrowed in 1982. This leaves the

Authority practically debt-free for the first time in its 10 year

history.

* Began paying its bills on time, as has the CTA, for the first time in

many years. In the past, some vendors had to wait as long as six

months for payment.

* Reduced fares 10 percent across-the-board on commuter railroads, saving

riders $49 to $228 a year.

* Began selling the new Link-Up pass, good for a feeder bus ride at both

ends of a commuter train trip, saving commuters an additional $180 a

year. This is the first significant coordination of bus and commuter

rail fares in the RTA's history.

* Added evening, midday and weekend commuter trains to encourage people

to use the Central Business District at times other than weekday

business hours.

* Closed lightly used commuter train stations and removed ticket agents

from 17 others to save more than $600,000 in annual operating costs and

$1.5 million in one-time capital expenditures.

* Instituted new cost controls and won important concessions from transit

unions that will save approximately $50 million in 1984.

(i)



We have, for now at least, achieved financial stability for the RTA, though we
will need continued cooperation by management and labor to maintain that

stability. If news media editorials are any gauge, we have restored some

measure of public confidence in the management of the transit system.

The goal of increasing ridership will take longer to achieve, because travel

habits are so hard to break. It does appear, from preliminary figures, that

we have halted the three year decline in ridership. Most recent ridership
statistics indicate that there has been a 7% increase in ridership,
systemwide, and a 25% increase in Link-Up pass sales.

The Interim Board has accomplished a great deal in a short time, but major
tasks still remain for it and for the permanent RTA Board, Suburban Bus Board
and Commuter Rail Board that will take office this year. (The Suburban Bus

Board and the Commuter Rail Board are to be appointed by June 1. The

permanent RTA Board will be appointed by October 1.)

Over the next few months, plans of the Interim RTA Board include:

* Reorganizing and streamlining the administration of the RTA. We have

retained the consulting firm of Ernst & Whinney to develop an

organizational plan for the RTA and its Service Boards. We expect to

begin implementing the new organization over the next several weeks, so

that the new Service Boards can begin assuming their functions by June
1.

* Adopting a strategic plan to establish long-range policies and proce-

dures for the Authority, and to provide a roadmap for the new boards as

they assume their responsibilities.

This document presents a series of staff papers which summarize the background
of the critical issues confronting RTA, CTA and the two new Service Boards.

The papers also suggest policy options, and are intended to focus discussion
in the Strategic Plan Conference workshops. We hope that, through the

contributions made in this forum, a concensus defining future directions for

RTA will begin to emerge.

Four major themes are reflected in this document:

1. Financial Planning . A great deal of progress has been made toward

establishing RTA as a financially sound agency. As noted earlier,

the debt has been erased, and the suppliers are on a more current

basis. A major objective must be to consolidate these gains and to

assure continued financial stability. This will require a mix of

aggressive cost control strategies and continued attention to

maximizing revenues. We must strengthen and build upon the level of

cooperation exhibited this year by labor, government at all levels,

riders and transit operators.
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2. System Planning . This very broad topic incorporates the longer
range system development issues, as well as the complexities of
coordinating and rationalizing the existing system and services.
Discussions address alternatives for adapting to population,
industrial and commercial shifts, thereby supporting economic
development in the region; reinforcing the Chicago Central Business
District's growth as a major financial and service center; the
importance of fare structure in establishing and maintaining a

coordinated regional system; service criteria; the role of the
private sector in providing service; and transit needs of special
constituencies.

3. Capital Program Planning . Major objectives of the capital program
are to modernize the system, and to protect the existing physical
plant from deterioration. Inherent in this theme are the issues of

acquisition and divestiture of assets; modification of the existing
plant including expansion, as well as consolidation of facilities,
and abandonment of service in areas unable to support them; criteria
for programming improvements; and strategies for attaining maximum
financial support for capital and operating programs from other
levels of government.

4. Marketing and Communications . Developing a long term marketing plan
designed to increase ridership and increase the market share of

public transportation is a high priority for RTA and each of the
Service Boards. We have formed a Marketing Committee, including
some of Chicago's top executives, to advise us in this effort. This
element of the document reviews current staff efforts, and defines
options for strengthening the marketing and advertising program.

We should note that there is a close interrelationship between all of these
discussion themes. To the extent that RTA and the Service Boards can define
their markets and secure funding for the systems to serve them, ridership will

increase, public support will increase, and the opportunity for continuing
financial stability will improve. Alternatively, if nonproductive services
cannot be eliminated, if new revenue-generating opportunities like joint-
development with value-capture potential cannot be initiated, if cost control
measures cannot be defined and implemented, if strategies for meeting revenue
and cost requirements cannot be forged, the system's stability will again be

threatened. Because we cannot afford to let this happen, the process that

begins with this Strategic Plan Conference is critical.

The staff papers in this document, and the Conference conclusions, including

detailed review of the workshop discussions, will be reviewed by CTA and the

new Service Board in June, after the Boards have been appointed. We intend to

reflect the results of all these discussions in the preparation of a final

series of issue papers and recommendations which will be available for public

review and comment. The plan document, which will provide a policy framework

for the permanent Boards, will be presented to the Interim RTA Board for

adoption at the end of July.

(iii)
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PLAN ELEMENT I

FINANCIAL PLANNING

Element Theme

The future of transit in the RTA region is considerably brighter after
the progress made in the Fall and early Winter of 1983 toward establish-
ing a sound financial basis. This effort required contributions from
many major groups: the taxpayers through their representatives in the
General Assembly have provided a State subsidy; transit employees have
made significant concessions through the collective bargaining process;
and transit riders have given up the convenience of some lightly used
services. The process of fashioning legislative and budgetary consensus
has been difficult, but it has resulted in a framework for future
financial soundness.

The gains achieved in the 1984 budget include eliminating the deficit,
establishing a working cash balance, paying off the debt, and stabilizing
ridership. As a result, RTA and the carriers are in a stronger position
going into 1985 than was the case in prior years.

Some features of the 1984 budget, particularly at CTA, cannot be expected
to recur, however. Revenues made available to CTA from the Chicago Urban
Transportation District will not be repeated. Further, it cannot be
expected that identical pension waivers for CTA's union employees will be
repeated indefinitely. Thus, hard choices will be necessary in 1985 and
after, requiring at least as much cooperation and compromise as was the
case in the 1984 budget process.

For 1985, cost savings will be necessary in order to continue a

region-wide 50% fare recovery ratio. It is desirable that these savings
be non-disruptive and come from improvements in productivity. Addi-
tionally, the impact of labor settlements at CTA, the commuter railroads,
and suburban bus companies in 1984 will be very important.

On the revenue side, it will be important to avoid undercutting the
existing revenue base. The region's transit and government leaders must
work to retain existing levels of state and federal aid. Ridership gains
can and should be made through enhanced marketing efforts. Fare
increases which are likely to be needed in 1985, and beyond, should be
small and carefully structured to avoid ridership declines. Fare
experiments and promotions undertaken in 1984 should provide useful
information in compiling the 1985 budget. It is possible that fare
changes will involve some restructuring, rather than across-the-board
fare increases.

Because the last fare increases occurred in 1981, it is likely that small
fare increases in 1985 can be implemented with minimal disruption,
especially if care is taken to assure that transit commuting costs remain
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significantly less than driving. This approach is in keeping with the
new legislative requirement that fare revenues meet 50% of costs. Future
increases are apt, therefore, to be more frequent, but of modest size.

The legislative intent is partially to assure that massive fare

increases, like those of 1981, will not be required again. The actual

amount and timing of the increases wi 1 1 be a function of costs and

ridership. It is anticipated that the system will require fare increases
of 7-10% every 12 to 18 months to meet the 50% farebox recovery
requirement and to assure continued stability of the system.

Major Components

A. Long Range Financial Plan
B. Cost Containment
C. 1985 Budget Process
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COMPONENT A

LONG RANGE FINANCIAL PLAN

A major goal of the financial plan and a major purpose of financial
planning is to maintain financial stability. This is achieved in two
primary ways: through the use of conservative forecasts and by estab-
lishing cash and budget balances sufficient to avoid short term problems.
It is expected that a budget and/or cash balance equal to one month's
average expenditure would provide for working capital and a margin to
prevent disruption and cash crises. It is a goal of this plan to include
such a margin.

The revised RTA Act provides many cost control features which will
automatically become part of the financial planning process. Fare
revenue levels will be tied to costs through the fare recovery ratio.
Management rights such as part-time labor provisions and the elimination
of Consumer Price Index (CPI) based cost-of-living wage increases are
also included. These tools provide the RTA board the ability to
stabilize transit finances.

Major Topics

1. Farebox Recovery
2. Long Range Outlook
3. Capital Investment Plan (discussed elsewhere in Strategic Plan)
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TOPIC 1

FAREBOX RECOVERY

Topic Description/Status of RTA Efforts

Among the issues to be addressed and resolved both now and over
the ratio of costs which is expected to be recovered by fares
type of service: CTA, railroads, and suburban bus.

t i me , is

for each

Historically, commuter railroads have operated at the highest fare
recovery ratio of any of the three types of service. In the past five
years the railroad recovery ratio has ranged from 55% to 70%. The

highest recovery ratio was achieved in FY82, the year after the railroad
fares were doubled. Declining ridership and inflationary cost increases
have caused the rail road/ recovery ratio to decline since FY82. In FY84,

the fare has been lowered by 10% which will cause a further decline in

the ratio, but is expected to reverse the trend of declining ridership.

The farebox recovery ratio of the CTA has ranged from 44% to 54% in the
past five years. CTA has consistently been among the highest in the
nation in this category. The highest CTA fare recovery ratio was also in

FY82, the year after CTA fares increased by 50%. Expenses were reduced
substantially as well; pension deposits were waived and some services
were el iminated.

The fare recovery ratio on the suburban bus system has been as high as

34% in the past five years, but has generally been lower - in the range
of 27%. These ratios are reasonable when compared to similar services
elsewhere in the country and in Illinois.

In 1984 the RTA Board set the following ratios:

CTA



Responsibilities

In order to meet these ratios, the Service Boards must implement cost
control measures and fare increases. As discussed in other parts of this
strategic plan, fare increases could be implemented by service boards in

unison, or individually without regard to one another. In any event,
fare increases would likely be small and possibly more frequent than in

the past.

References

1984-1988 RTA Capital and Operating Program and Budget



TOPIC 2

LONG RANGE (TO 1988) BUDGET OUTLOOK

Topic Description/Status of RTA Efforts

A base line five year forecast is included in Table la and lb to serve as

a starting point for discussion. The major assumptions in this forecast
are as fol lows

:

1. Sales tax revenue growth throughout the five years, projected at

5%, is about equal to recent history, (FY83 was 5.5% above
FY82); but it is less than the growth typical of the 1970's when
sales tax revenues grew by about 9% annually. The projection
for 1984 has been provided by the Illinois Economic and Fiscal

Commission.

2. Federal UMTA Section 5 and Section 9 operating assistance funds

are projected to remain constant throughout the 5 years. The
1984 figure will be available in this amount. Thereafter,
Congressional action will be needed and the amounts are uncer-
tain. The budget assumes $58 million per year.

3. Appropriate fare increases are included in the five year
projection as necessary to enable RTA to achieve the mandated
50% farebox recovery ratio. The exact phasing and amount of

these increases will depend upon actual cost and ridership
revenue experience. It is expected that increases, when neces-

sary to comply with the statutory farebox recovery ratio, will

range from 7 to 10% and occur no more frequently than every
12-18 months.

4. No future borrowing is presumed. State capital funds are

limited. To match Federal capital funds, RTA or Service Board

borrowing may be necessary. Net capital funds have been

projected based on approximately $30 million RTA annual require-

ment for match, which would be obligated each year. Each year's

obligation would be spent over a three year period.

5. No growth in CTA ridership is projected. Nominal growth in

commuter rail and suburban bus ridership is projected, (3%

annually), over and above any other effects due to fare change.

In 1984, rail ridership is projected to be 1% above FY83.

6. The amounts of public funding required by CTA during the 1985

through 1988 period are based upon the assumption that 1985

costs can be held near 1984 costs and that increases in cost

thereafter will be approximately equal to or just less than
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inflation. CTA staff, however, has expressed concern as to

whether 1985 costs can be held to 1984 levels, given the

one-time nature of some of the savings achieved. The funding

amounts in RTA's five year plan could fall short of meeting CTA

needs. Thus, a major issue in the strategic planning and budget

development processes is the development of an approach to

holding funding needs to that which is achievable.

Options/Responsibilities

The financial forecasting process is a dynamic one which must respond to

ever changing conditions. Conditions which affect the RTA budget are

continually monitored and forecasts are continually updated, culminating

in periodic (quarterly) financial status reports which provide early

warning of any problems, and opportunities to make adjustments and take

corrective actions on a timely basis. (Fortunately, the early indicators

for 1984 are all favorable - expenses are under the tight levels

budgeted; revenues are on target. These indicators auger well for the

rest of 1984.)

The RTA Financial Planning and Budget Office will continue this effort

based on internal information as well as outside input from service board

staffs and others.
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COMPONENT B

COST CONTAINMENT

Component Theme

Given escalation in operating costs in recent years, and given the
mandated fare recovery ratio, containment of costs is a critical task.
Labor costs are the most important (they are the largest portion of
operating costs), but others include fuel, equipment maintenance, insur-
ance and administrative expense.

The quarterly budget review process mandated by the revised RTA act will

serve as an excellent forum for the discussion of cost containment
measures. It is important that the formats of these review sessions and

reports highlight high cost areas and encourage discussion of cost
control ideas.

It is recommended that the quarterly review process include reports and
discussion of key performance indicators for RTA carriers and peer group
comparisons. Sources of data for such peer group comparisons are
numerous: The American Public Transit Association and the Urban Mass
Transportation Administration (Section 15 reports) for example provide
data on comparative labor practices, wage rates, fare policies, absen-
teeism and various other indicators of cost and service performance.

Major Topics

1. Labor and Fringe Benefits
2. Other Operating and Administrative Costs



TOPIC 1

LABOR AND FRINGE BENEFITS

Topic Description/Status of RTA Efforts

Attached (Tables 2a-b) are examples of peer group analyses of the most

important cost factor in public transit, wage rates. The wage rates in

the Chicago area are no longer growing as rapidly as in the past and have

slowed to the point where other areas are catching up. Nevertheless,

Chicago's wages are highest. This is true not just for CTA, but for

RTA's suburban carriers, such as West Towns, as well.

These costs make up over 75% of the total operating cost of the CTA and

over 70% of the operating cost of the suburban bus system. In order to

control these costs, the amended RTA Act forbids the approval of any

labor agreement containing automatic cost-of-living wage adjustments

based on the Consumer Price Index.

In addition to wage rates, fringe benefit costs are a significant factor

in total labor costs. Fringe benefit costs in excess of 40% of wage

costs are common in transit. Of this cost component, health care is the

largest item and it has generally escalated faster than any other

compensation component. Thus a strategy for controlling transit costs

must include a review of methods for controlling health care costs.

Techniques for controlling the cost of health care benefit plans

i nclude:

1. Designing plan changes which build financial incentives into the

plan to encourage the employee and health care provider to make

cost efficient choices regarding the use of service. Additional

measures could include: requiring second opinions. Increasing

deductibles, and increasing co-payments.

2. Providing employees with choices about desired coverages, such

as "cafeteria plans", and health maintenance organizations.

3. Using preventive care such as testing, nutrition and immuniza-

tion.

4. Strengthening the monitoring process to include auditing of

claims and bills.

Options/Responsibil i ties

The RTA Reform Act mandates RTA approval of amended service board budgets

which result from labor contracts between the service boards <ind their

employees. Through this effort, RTA has considerably improved means to

influence the labor cost component of its overall costs. As discussed

subsequently major contract discussions between CTA and its operating

unions will take place in the Fall of 1984.
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Toward decreasing health care and other fringe benefit costs, RTA could

consider convening a Task Force (Service Boards, Labor, Health Care

Industry representatives to review and evaluate present fringe benefit

packages with the idea of recommending changes which incorporate the

latest concepts such as "cafeteria plans", HMO's and the like.
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TOPIC 2

OTHER OPERATING AND ADMINISTRATIVE COSTS

Topic Description

In addition to the opportunities to control labor, transit managers must
continue to examine other opportunities. Examples which have already
been used to great benefit include the centralized purchase and blanket
ordering of fuel, supplies, tires, and insurance. Through the use of
regular budget performance reporting, peer group analyses, and perfor-
mance indicator reporting, additional cost control opportunities can be
identified and implemented.

Status of RTA Efforts

Among the areas where operating cost containment has been exercised are:

1. centralized fuel purchase; ,, ^

2. centralized expendables purchase (i.e., tires);
3. combined insurance for carriers;
4. timed purchase of supplies to take advantage of price;
5. aggressive competitive bidding for all significant purchases of

materials and services;
6. technology improvements where operating cost savings can be

realized (e.g., standby power in rail yards).

Responsibil ities

RTA and service boards should continue the efforts as described above.
Particular attention should be directed at maintaining the economies
achieved through a centralized purchasing function. To that end, RTA
should convene a Centralized Purchasing Task Force to address this issue
and develop appropriate procedures.
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COMPONENT C

1985 BUDGET PROCESS

Component Theme

In much the same way that the RTA's 1984 Budget process presented unique

challenges, so will the process for 1985. It is expected that over the

longer term the budget process will become more routine, but this will

occur in 1986 or after.

For 1985, the Region's transit system will for the first time be

organized in the Service Board format. New board members will serve at

the RTA, commuter rail board, and suburban bus board. These members will

face the budget process very early in their tenure. They will be

adapting to an organizational structure, staff, procedures, while at-

tempting to establish policy. This section is intended to outline some

of the problems they will face. These problems are unique to each

service board and range in character from contractual dates in conflict

with the fiscal year to labor negotiations which will occur concurrently
with the budget process.

Major Topics—
t .'

1. Overall Budget Process
2. Suburban Bus Service Board Process
3. Commuter Rail Service Board Process
4. CTA Process
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TOPIC 1

OVERALL BUDGET PROCESS

Topic Description/Status of RTA Efforts

The RTA Reform Act establishes a time frame for the annual budget

process. Key dates are as follows:

vJuly 1 Illinois Bureau of the Budget provides estimates of

RTA taxes and State subsidies.

September 15 RTA Board establishes fare recovery ratios for Ser-

vice Boards and subsidy amounts.

November 15 Service Boards submit budgets in conformance with
established subsidies and recovery ratios.

December 31 RTA approves comprehensive budget including Service
Board budgets.

Options/Responsibi 1 i ties

Inherent in the above schedule are certain problems. For example, in

order to establish recovery ratios and subsidy levels for the Service
Boards the RTA Board must be well informed as to the Service Boards'

likely requirements. The RTA Board establishes the Service Board budget
when it takes this action. Thus, the September 15th date is a critical

one; the RTA Board is adopting a budget which leaves very little
maneuvering room for the Service Boards. The RTA Board will want a great
deal of discussion and data before making these decisions. Thus, the

period from July 1 to September 15 should be used to prepare and discuss
a pro forma budget. In light of problems at the Service Board level,
strong consideration should be given to accomplishing this task early.
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TOPIC 2

SUBURBAN BUS SERVICE BOARD PROCESS

Topic Description/Status of RTA Efforts

The budget for Suburban Bus services will likely consist of detailed
budgets for each carrier. Currently there are thirteen suburban carriers
with financial assistance grant agreements and about as many carriers
operating routes on fixed price low bid contracts. The major problem
inherent in the Suburban Bus budget process is the coordination of these
numerous entities.

Options/Responsibilities

This situation argues for an early start on the Suburban Bus budget. If

the Suburban Bus budget process begins on September 15th with the
notification by RTA of the required ratio and funding amount, only two

months would be available to allocate funds among carriers, establish
carrier recovery ratios, notify the carriers of these parameters, have
carriers prepare budgets in conformance with these parameters, analyze

these budgets for reasonableness, approve them, incorporate them into a

Service Board submittal, hold public hearings and county board meetings,
incorporate any changes from these hearings and meetings and submit th

budget to RTA.

e

It would be prudent to begin the process in early summer by establishing
preliminary marks for the subsidy and recovery ratio at the Service
Board. The Service Board can then establish preliminary marks for each

carrier and request formal budget submittals in conformance with these
marks. These submittals could be made by September 1. By analyzing
these budgets prior to the formal date of notification (September 15),

the Suburban Bus Service Board will be in a good position to request

revisions and direct how the carriers should revise their budgets if the

formal mark differs from the preliminary. In this case, revisions could

be accomplished along with public hearings and the other activities

necessary between September 15 and November 15.
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TOPIC 3

COMMUTER RAIL SERVICE BOARD PROCESS

Topic Description/Status of RTA Efforts

Timing problems similar to those discussed with reference to the Bus
Service Board exist for the Commuter Rail Service Board.

Options/Responsibil ities

As discussed above, preliminary budget and fare recovery marks should be
established for the Rail Board as well. An additional problem exists
with contracts between RTA and individual commuter railroads. For the
most part these contracts specify a budget process developed prior to
the change in RTA's fiscal year. Budget submittals from the railroads
are due in November and must be approved by RTA in December. If the
railroad budgets were submitted to the Rail Service Board in November
they would not be useful in preparing the Rail Service Board budget,
which must be complete by November 15.

In addition to the problems noted above, railroad labor agreements expire
in June 1984. These agreements are negotiated nationally and have
typically taken longer than six months to negotiate. Final rail budgets
which include these settlements for the Rail Service Board are,
therefore, not likely to be available by December 31, 1984.
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TOPIC 4

CTA BUDGET PROCESS

Topic Description/Status of RTA Efforts

The same timing problems discussed above exist here as well

Options/Responsibi 1 i ties

Preliminary budget and fare recovery marks will be appropriate here as

well.

A significant unknown will exist during the preparation of CTA's 1985

budget: the outcome of labor negotiations concerning the contract

expiring November 30, 1984. The significance of this negotiation is

tremendous. Because of this significance, the RTA Board will have to

accept one of two options: adopt a budget based on the assumed impact of

an agreement not yet final and revise the budget if and as necessary, or

hold up adoption of a budget until the agreement is final (in this

regard, it is possible that a labor agreement will be reached in time for

budget adoption by December 31, 1984).
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TABLE 2A

BUS DRIVERS' WAGE RATES 2/83-2/84

TRANSIT SYSTEMS IN METROPOLITAN AREAS WITH POPULATIONS OVER 1,000,000

Tampa
Houston
Buffalo
Newark
Boston
Cincinnati
Phi! adel phia

New York

Portland
C I evel and

Fort Lauderdale
San Francisco
San Antonio
Los Angeles
Denver
San Bernardino
Sacramento
Miami
Columbus
Santa Ana
New Orleans
Seattle
Indianapol i s

Dallas
Mi Iwaukee
Minneapol is

Kansas City
San Jose
Phoenix
St. Louis
Baltimore
Pittsburgh
San Diego
CHICAGO
Washington
Detroit
Atlanta

Bus



TABLE 2B

BUS OPERATOR TOP HOURLY PAID WAGE RATES
As of March 22, 1984

CARRIER
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PLAN ELEMENT II

SYSTEM PLANNING

El ement Theme

Major themes of this element include: transit support for continued eco-
nomic development in the region, reinforcing the Chicago Central Business
District's growth as a major financial and service center, as well as com-
mercial and industrial development in other areas of the city and suburbs;
defining fare policies which support planned objectives; coordinating and
rationalizing services through definition of service criteria; developing
policies governing the role of the private sector in provision of service;
and addressing the transit needs of special constituencies.

Major Components

A. Transit Support for Urban/Economic Development

B. Fare Pol icies

C. Coordination and Rationalization of Services

D. Transit Needs of Special Constituencies
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COMPONENT A

TRANSIT SUPPORT FOR URBAN/ECONOMIC DEVELOPMENT

Component Theme

The interrelationship between transit and the development of the physical

urban form and its attendant economic activities has long been recognized.

This plan component gives recognition to the role that RTA must exercise

in shaping urban form and enhancing economic development within its con-

stituent region. Three topics are addressed within the plan: 1)

regional transit needs assessment -- a macro approach and 2) station area

development -- a micro approach.

Major Topics

1. Regional Transit Needs Assessment (RTNA)

2. Station Area Development
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TOPIC I

REGIONAL TRANSIT NEEDS ASSESSMENT

Topic Theme

During the 1960's and 1970's both jobs and population have migrated to

the suburbs of northeastern Illinois with a resulting increase in the
volume of suburban-to-suburban and city-to suburban work trip travel.
Such travel, unlike the more traditional CBD* core oriented travel on

which much of the area's transit sytem was built, occurs with much more
dispersion at lower volumes in any given corridor. Consequently, the
traditional transit modes, particularly fixed rail and large transit bus,
are not likely to be as cost-effective for this type of trip.

As a result, it is necessary to assess where transitional modes and
approaches will work in this new work trip environment and to determine
which new modes would work as well. Because the trend of migration to
suburbs is likely to continue, and because transit is so underutilized in

suburban areas, this topic can be viewed as one of the major challenges
confronting the RTA in the 1980's.

Additionally, because of their extreme importance, the issues of downtown
Chicago distribution and the 1992 World's Fair are addressed here.

Specific Issues

A. City-Suburban (Reverse Commute) Travel '

B. Suburban-to-Suburban Travel

C. Current Corridor Studies (Tri-State and North Cook)

D. Soo Line Extension: DesPl aines-Mundelein

E. Milwaukee Road Extension: Rondout-Gurnee

F. Skokie Swift Extension

G. Southwest Corridor

H. Additional Commuter Rail Corridors

I. Downtown Chicago Distribution

J. 1992 World's Fair

Central Business District. In this document, reference is to Chicago
Central Business District.

II



ISSUE: A

CITY-SUBURBAN (REVERSE COMMUTE) TRAVEL

Issue Description

Migration of employment and population to suburban areas has created the
phenomenon known as "reverse commute". Based on a work trip survey done
by RTA in 1980 almost 18% (198,000 persons) of those who live in Chicago
work in suburban areas. Census data provided by NIPC indicate that the
1980 figure, contrary to popular belief, is 6.9% less than that for 1970.
Furthermore, unlike the regular CBD oriented commute which draws signifi-
cantly from all parts of the region, the high volume reverse commute
suburban work trip destinations are few in number and are mostly in the
near west, northwest and northern suburbs of Cook County; essentially in

places with high concentrations of jobs such as Franklin Park, Schiller
Park, Elk Grove Village, DesPl aines/Park Ridge, and Niles/ Skokie.

Many of these places are reasonably well served by bus service, particu-
larly in the NORTRAN service area and to a lesser extent, in the West
Towns service area. However, the survey results suggest that a relatively
long distance commute such as from the south side of Chicago to Elk Grove
Village is not uncommon.

Beyond the CTA service area, the use of commuter rail to serve the reverse
commuter can be considered. Among other considerations, reverse rush hour
commuter rail capacity is only 35% utilized. Besides conventional
transit, other modes such as ridersharing, vanpooling and subscription bus
are utilized by the reverse commuter.

Status of RTA Efforts

In January 1983, the RTA Planning Office completed a technical memorandum
entitled: RTNA Technical Memorandum #1: Reverse Commute Transit Ser-
vice Analysis . This memorandum assessed the degree of the problem,
identified candidate service improvement areas and presented a set of
recommendations for consideration. Additionally, with the opening of the
O'Hare Rapid Transit Extension to River Road and restructuring of

companion bus services, the area of Bensenville and Elk Grove Village was
made much more accessible to City residents.

Staff has been evaluating potential for a demonstration project which
would utilize the Milwaukee Road West Line as access to the high
employment areas of Franklin Park/Bensenvil le/El k Grove. Precise para-
meters of this demonstration are not totally defined at this time.
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Options

Under the assumption that RTA's most fruitful involvement is to provide

adequate service to existing markets consistent with cost performance, the

following non-mutually excl usi ve options are possible. These recommenda-

tions are taken from the above referenced technical memorandum.

1. Design and prepare for consideration by the RTA Board a

reverse commute demonstration program utilizing the

Milwaukee Road/West Line to serve the areas of Franklin

Park/Bensenville/Elk Grove Village. Said program should

be a cooperative effort between RTA and area employers and

municipalities. To the extent possible, private sector

cost-participation should be encouraged.

2. In recognition of the fact that ridesharing may provide

the most feasible approach to meeting reverse commute

demand in some areas, efforts by the RTA/CATS Ridersharing
Services Association should be targeted to the candidate

areas as discussed in the above referenced technical

memorandum.

3. Service planning efforts at RTA should continue to make
cost-effective improvements in fixed bus service which can

serve the reverse commuter. The recently completed modi-

fication plan resulting from the O'Hare Extension is one

example of efforts in this regard.

4. RTA marketing efforts should more strongly emphasize the

promotion of reverse direction service which does exist

and which might be used, particularly by those who are not

now traveling to a high volume reverse commute area.

Responsibilites

The RTA Board should begin implementation of the options described above,

the most important being Option #1. Continuing implementation should be

coordinated by the RTA Board with CTA/commuter rail/suburban bus compo-

nents being the responsibilities of the respective Service Boards.

Technical References ^ i

RTNA Technical Memorandum #1: Reverse Commute Transit Services Analysis ;

PI anning Office; January 1983_ ~ ~ ~ "^
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ISSUE B

SUBURBAN-SUBURBAN TRAVEL

Issue Description

Migration of jobs and population to suburban areas has resulted in highly
dispersed travel patterns in suburban areas which are not readily served
by public transportation in an efficient manner. Furthermore, as part of
the Regional Transit Needs Assessment (RTNA): Phase 1 study, a 5-10 mile
wide radial band located about 25 radial miles from downtown Chicago was
identified as having very high employment growth.

While two high volume corridors (North Cook, Tri-State) were identified in

the RTNA study as possibly supporting a high level of conventional transit
service (including fixed rail), a large part of the suburban area does not
fit these criteria. Finding ways to serve these areas with reasonable
cost-effectiveness is one of the major contemporary challenges facing the
RTA (or any other major transit property, for that matter). Among those
which can be considered are:

1. vanpools;

2. subscription bus;

3. carpools; and

4. fixed route with deviation (suburban jitney).

Status of RTA Efforts

RTA, since its inception, has both revitalized existing suburban bus
services and has instituted a significant amount of additional service.
RTA's Bus Division continuously monitors route performance and makes
operating changes as necessary. Steps taken to date include:

1. institution of general population Dial-A-Ride service in

some areas to complement fixed route rail/bus service
(e.g., Schaumburg, Park Forest, Bensenville, Crystal
Lake);

2. participation in the Ridesharing Services Association, an

interagency consortium (CATS, State of Illinois, RTA);

3. leasing of vans by RTA for use in corporate vanpools on an

experimental basis; and

4. fare demonstration program in the West Towns service area
which has attracted new riders and has increased revenue.

'1)0
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Options

There are no easy or grand-scale solutions which are cost-effective.
Among the possibilities are:

1. expansion of the van leasing program to the extent
permitted by financial resources;

2. promotion of subscription buses among large suburban
employers;

3. development of a fixed route with deviation (suburban
jitney) demonstration project subject to available
finances; and

4. exploration of other methods of rendering cost-effective
public transit in suburbia.

Responsibil ities

• (

The Suburban Bus Board, working with RTA, should take steps necessary to
research, implement and evaluate the appropriate programs discussed
above.
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ISSUE C

CURRENT CORRIDOR STUDIES (TRI-STATE AND NORTH COOK)

Issue Description

The Tri-State Corridor and North Cook Corridor were identified in the

Regional Transit Needs Assessment (RTNA) as areas where traffic volumes

and trip demand suggest potential for an increased level of transit and

possibly the introduction of a new technology service.

The Tri-State Corridor is broadly defined as the western Cook County
suburbs and eastern DuPage County. There are four primary activity
centers in the corridor:

1) Elk Grove Village Industrial Park;

2) Midway Ai rport;

3) O'Hare Ai rport; and

4) Oak Brook retail/commercial center.

The Desplaines Avenue station on the CTA Congress Line and C&NW Northwest
Line in DesPlaines are also possible anchors and were consequently added.

There is also extensive industrial development throughout this corridor
particularly in Northlake, Melrose Park, Franklin Park, Schiller Park and

Bensenvi lie.

Heavy travel demand in the North Cook Corridor is primarily between the

suburbs immediately north of Chicago, Evanston, Skokie, etc., to Schaum-

burg. This includes intermediate and through trips. Major traffic

generators are:

1) Old Orchard Shopping Center;

2) the industrial areas of Skokie and Niles;

3) Golf-Mill Shopping Center;

4) DesPlaines and Elk Grove Village industrial parks; and

5) Woodfield Mall and the surrounding commercial/industrial
complex.

Alternative modes are being evaluated for both corridors. Among these

are heavy and light rail and express bus. Transportation systems

management (TSM) and null alternatives will also be evaluated.
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status of RTA Efforts

In June, 1983 the Tri-State Corridor: Alignments/Alternatives Feasi-

bil ity Study was issued. This study contained twelve alternatives using

light rail, express bus or a combination of each. Preliminary demand
analyses were also completed for each alternative. RTA staff is

currently working with the University of Illinois at Chicago to refine
demand data and to develop station site selection criteria. Locations
for possible joint development are being investigated. Preliminary daily
ridership estimates range from 20,700 to 98,700 depending upon the
alternative used.

Preliminary evaluations of alignments in the North Cook Corridor have
begun. Some possible rights-of-way have been identified. Following the
selection of various alternatives, demand data will be generated.

Options , ,

Until further evaluations are completed, including detailed alternatives
analysis for each corridor, service planning efforts should continue to
refine the fixed route bus system to coincide with travel patterns in

both corridors. The possibility for early implementation of an express
bus routing in the Tri-State Corridor, particularly from the CTA
DesPlaines Avenue Station to Elk Grove Village, may be explored.

Responsibilities •

RTA staff should continue ongoing corridor evaluations. Express bus
options may be explored now. At the same time these corridors must be

evaluated for inclusion in the year 2005 plan.

Technical References

Tri-State Corridor: Al ignments/Al ternati ves Feasibility Study ; RTA
PI anning Office, June 1983.

Work Trip Survey ; RTA Planning Office, April 1982.
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ISSUE D

SOO LINE EXTENSION: DESPLAINES-MUNDELEIN

Issue Description .

Because of projected population growth in northwest Cook County and south
central Lake County, a commuter rail service on the Soo Line extension
north from the Chicago X Northwestern tracks in DesPlaines has been

proposed and incorporated into the Year 2000 Transportation System
Development Plan . Originally the proposal was to extend to Antioch. In

subsequent discussions, however. Lake County officials objected because
the line would trigger growth in northern Lake County which is not in

harmony with the county land use plan. Two alternatives were subsequent-
ly developed; one provided service to Mundelein, the second stopped at

the Cook County line in Buffalo Grove. Difficulties with the latter
alternative are that some economies would be lost if the line were to be

truncated at the Lake County line and the considerable development
occurring in the south central part of Lake County would not be served.
Consequently, the Mundelein terminus was included in the Year 2000 Plan.

Considerable backing for the extension was received from those who would
be served. Most of the mayors of communities along the extension
expressed their support at the time of the development of the Year 2000
Plan, and many other public officials have also supported extension of

commuter rail service in this corridor.

If this extension were initiated, stations would be located in communi-
ties in such a manner as to be consistent with the county and community
growth and development plans.

This line would also provide Lake County residents with transit access to

the O'Hare area, one of the region's major employment centers.

Status of RTA Efforts

The Soo Line Extension has been identified in the long range capital
needs assessment. Capital costs have been estimated at $28.3 million to

the Lake County line and $52.3 million to Mundelein (1978 dollars). Year
2000 estimated daily boardings are 2,200 to 3,300 from Lake-Cook Road and

3,300 to 4,800 if extended to Mundelein.

Options

RTA should continue to monitor the growth trends in the area. The agency
should also maintain contact with community leaders so as to remain

apprised of sentiment regarding the extension.
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Responsibil ities

RTA staff must keep the corridor evaluation up-to-date. New projections
using 1980 census data should be generated.

Technical References
,

.

Year 2000 Transportation System Development Plan , Chicago Area
Transportation Study, September 1980.
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ISSUE E

MILWAUKEE ROAD EXTENSION: RONDOUT-GURNEE

Issue Description

A commuter rail service branch along the Milwaukee Road North Line from
Rondout north to Gurnee was identified as part of the Year 2000
Transportation System Development Plan . This line has also been identi-
fied as a potential station area development opportunity location
elsewhere in this Strategic Plan.

In addition to serving a growing residential area, the service would pass
through industrial developments such as Abbott Park, American Hospital
Supply and a large retail complex at Lakehurst Center.

Status of RTA Efforts

RTA staff is currently evaluating the feasibility of the Rondout-Gurnee
Extension. A preliminary feasibility analysis is due in Autumn 1984.

The corridor has been identified in Long Range Capital Needs Assessment.
Estimated capital costs, not including rolling stock, are $3 million.
Present demand is approximately 1,200 daily passengers. By the year
2005, demand is expected to be over 2,500 daily passengers.

Options

RTA should continue work on the feasibility analysis for this extension.
Growth trends should be monitored to determine optimum station locations
and service levels when the extension is initiated.

Responsibil ities

Staff should continue the feasibility analysis for the extension.
Community and industrial contacts in the corridor must also be maintained
to retain support for the extension.

Technical References

Year ^000 Transportation System Development Plan ; Chicago Area
Transportation Study; September, 1980.
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ISSUE F

SKOKIE SWIFT EXTENSION

Issue Description

The Skokie Swift provides shuttle service from Dempster Street near

Skokie Boulevard to the Howard Station on the CTA north-south line. The

proposed extension would follow the abandoned North Shore Railroad

right-of-way to Old Orchard Road approximately one and one-half miles

north in the vicinity of Old Orchard Shopping Center and the Second

District County Courthouse and Civic Center. The extension would provide

a solid north anchor for the Skokie Swift with ridership increases of

more than 50%, to approximately 6,500 daily riders. Cost estimates for a

rail extension are $17.8 to $30.9 million (1981 dollars) depending on

terminal location and amount of grade-separation required.

Status of RTA Efforts

In March 1981, the Skokie Swift Extension Feasibility Report was com-

pleted. The agencies participating in this study were: RTA, CTA, CATS,

NIPC, NORTRAN, Village of Skokie, IDOT Division of Public Transportation

and the North Shore Council of Mayors. The report's findings were:

1. A clear corridor exists along the abandoned North Shore

Railroad right-of-way to Old Orchard Road;

2. There are two potential locations; west of the Edens

Expressway in the power grid right-of-way at Old Orchard

Road or in the vicinity of Old Orchard Shopping Center;

3. Demand estimates from RTA and CATS project significant

increases in ridership for the extension;

4. The extension should be consistent with land use patterns
i n the corridor area;

5. Although the extension would increase total operating

costs, operating costs per passenger and passenger mile
would not similarly increase because of additional rider-

ship; and

6. Capital costs per new daily trip for the proposed exten-

sion compares favorably to similar costs in other parts of

the country.

An alternatives analysis for the Skokie Swift Extension has been

recommended with the RTA acting as the lead agency.

II - 13



Options

RTA must determine the relative priority of this project in the list of

competing extension proposals. This service was not included in the

interstate transfer program. Consequently, securing funding in a period

of limited federal assistance is an important issue.

Responsibilities

RTA should assume the role as lead agency for any alternatives analysis.
This role will include coordinating the activities of all other partici-
pants, developing the final draft of the alternatives analysis document,
and selecting the preferred alternative.

Technical References

Skokie Swift Extension Feasibility Report ; Interagency Staff Report;

March 18, 1981.
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ISSUE G

SOUTHWEST CORRIDOR

Issue Description

The primary boundaries of the Southwest Corridor study area are south of

Cermak Road, east of Ashland Avenue and north of 99th Street in Chicago
and its peripheral suburbs. Rapid transit is convenient to only a very

small percentage of this area's residents, the only large section of

Chicago with limited access to rapid transit. It is also a section which
has a large Central Business District (CBD) directed transit ridership as

proven by the patronage on the Archer and Stevenson Express buses.

Status of RTA Efforts

In December, 1982, the City of Chicago, Department of Public Works (DPW)

published the Preferred Alternative Report for the Southwest Transit
Corridor . This followed the Alternatives Analysis/Draft Environmental
Impact "Statement for the Southwest Transit Corridor , pub! ished Tn

September, 1982. RTA staff provided preliminary demand analysis used in

the compilation of these reports. DPW is currently undertaking the
engineering design phase of preferred alignment. When this stage is

approximately 30% completed the Final Environmental Impact Statement
Draft will be issued. This is expected in early 1985.

The preferred alternative will include 9.3 miles of new double track with
nine stations. One mile of the line will be subway from the Midway
terminus to the Indiana Harbor Belt right-of-way at Kilbourn Street. The
remaining structure will be on aerial and embankment construction along
railroad rights-of-way principally paralleling 49th Street, Western
Avenue and Archer Avenue. It will join the existing Dan Ryan structure
in the vicinity of 18th Street.

Total capital costs for this alternative are estimated to be $45 million
(1981 dollars). The year 2000 estimated daily ridership will be 119,000,
with 28,000 of these diverted from automobiles.

Options

The preferred alternative has been selected and approved. This project
has been included in the interstate transfer program; however, due to
federal budget constraints that program has not been funded at the
desired rate. It is important that alternatives for securing construc-
tion support be explored. It may be appropriate to develop a staged,
usable segment construction contingency plan, with remaining segments to
be completed as funding becomes available.

II - 15



An additional issue is strong local support for a terminus at Ford City

Shopping Center. At the neighborhood meetings concerning this project
testimony was given for the Ford City terminus. Although funding for

this extension is not currently available, provision should be made in

the design of the Midway station for a possible future extension.

Responsibil ities

At this time the RTA should monitor DPW's engineering activities and

provide technical assistance and constructive criticism as necessary.

Technical References

Alternatives Analysis/Draft Environmental Impact Statement for the

Southwest Transit Corridor ; U.S. Department of Transportation, Urban Mass

Transportation Administration, and City of Chicago, Department of Public

Works; September 1982.

Preferred Alternative Report for the Southwest Transit Corridor ;

City of Chicago, Department of Public Works; December 1982.
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ISSUE H

ADDITIONAL COMMUTER RAIL CORRIDORS

Issue Description

As part of the region's transportation planning process, a Year 2000

Transportation Systems Development Plan was formulated and adopted by the

Chicago Area Transportation Study (CATS) and ratified by the RTA in 1980.

Two additional corridors were identified for commuter rail transit. They

are:

1. Elgin to Elmhurst connection using an existing ICG right-

of-way and connecting to CNW at Elmhurst; and

2. Monee Extension, following existing ICG right-of-way south

from the University Park (Park Forest South) station.

Status of RTA Efforts

The Elgin to Elmhurst connector is currently in the Long Range Capital

Needs Assessment at an estimated cost of $87.1 million (1983 dollars). A

work trip survey conducted in 1981 identified only a small number of

trips in the intermediate areas of the corridor and both ends of the

service already have CBD oriented service. Due to funding constraints,

this project is currently not a high priority.

The Monee Extension is also in the Long Range Capital Needs Assessment at

an estimated cost of $13 million. However, it is not in the current Will

County Transit Study dated February, 1983, completed as a joint project

of RTA and the Will County Planning Department. The removal of the

extension is a result of a failure of the southeast part of Will County

to develop as anticipated at the time of the original long range planning

projections.

Options

Presently no work on either of these service proposals is active. There

is a major advantage in both proposals because right-of-way is available

should future growth warrant expansion.

Responsibil ities

RTA must take the lead in any reactivation of either of these corridor

studies. Staff should monitor growth of travel patterns in both

corridors to anticipate future demand.
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Technical References

Year 2000 Transportation System Development Plan ; Chicago Area
Transportation Study, September 1980.

Regional Transit Needs Assessment: Phase I ; Regional Transportation
Authority and Northeastern Illinois Planning Commission, April 1982.
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ISSUE I

DOWNTOWN DISTRIBUTION

Issue

Distribution of people from place to place in the downtown Chicago area

has been a concern for many years. The most recent major proposals are:

1) Monroe Distributor : A distributor subway connecting

Union/Northwestern Station and downtown buildings with

North Michigan Avenue and McCormick Place.

2) Riverbank Line : A proposal to use rail rights-of-way

along the Chicago River to connect North Michigan Avenue

with Union and Northwestern Stations and possibly areas

further to the south.

3) Pedestrianway Plan : A City of Chicago plan which calls

for all-weather pedestrianway facilities connecting Union

and Northwestern stations with areas to the east as far as

Michigan Avenue (including the ICG/Randolph Street).

Status of RTA Efforts

RTA staff has participated in the planning and review of all of these

projects. The Monroe Distributor project has had preliminary engineering

design work.

The Monroe Distributor was programmed for design in the late 1970's, and

the Riverbank Line is included as a proposal in the Year 2000 Transpor-

tation System Development Plan. Also, various portions of a downtown

pedestrianway system (Randolph between Michigan and Dearborn) have been

programmed under Interstate Transfer Funds.

Options

Given the existence of several major proposals as described above, the

importance of a transit connector from the downtown area to the World's

Fair site, and the amount of new downtown construction, it is advisable

to reassess the downtown distributor question with the intent to redefine

or modify an approach as necessary.

Since Interstate Transfer monies were and can be expected to be crucial

to any major capital investment in downtown distribution, these monies

must be pursued.
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Responsibi

1

ities

The City of Chicago would have lead responsibility in reassessing any

downtown distribution effort. RTA and CTA would have major roles in this

effort. The private sector would also play a major role, particularly in

any pedestrianway effort (the Marshall Field's involvement in the

Randolph pedestrianway effort is a case in point).
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ISSUE J

1992 WORLD'S FAIR

Issue Description = .

The 1992 World's Fair is expected to draw 500,000 persons on an average
day and over 750,000 on a peak day. Transportation of these people to

and from the Fair site (along the near south lakefront) will require

considerable transit service. Specific issues of concern to the RTA

are:

1. commuter rail service for Fair goers;

2. service from Union, Northwestern and LaSalle Stations to
the Fair site; and

3. possible restructing and rehabilitation of south side
transit (including ICG) to assist in transit to the Fair
and to benefit the city and the region after the Fair
closes.

The residual benefit in any Fair related transit facilities development
except the most temporary facilities will be extremely important. Also,
the RTA and CTA will need to be compensated for any net increase in cost
due to the provision of Fair access transit.

Status of RTA Efforts

The RTA has participated since 1982 in a City of Chicago World's Fair
Transportation Task Force. This group has done preliminary planning to
assure Fair sanctioning groups and sponsors that transit can be provided
to meet Fair needs. RTA staff have also provided input to various Fair
planning groups on RTA services and concerns, and have done preliminary
studies of the feasibility of operating selected commuter rail trains
direct to the Fair site from the BN, MR and CNW.

The emphasis in these studies has been to verify that existing or
certain-to-be-available transit resources can do the job; this is, in
effect a "no frills" fallback position. The RTA has not investigated new
technology (such as people movers). In that regard, it is hoped that
private enterprise can be encouraged to design and develop a Fair
oriented people mover system.
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Options

RTA needs to initiate a South Lakefront Corridor Study which examines all

transit lines in the South Corridor from the Dan Ryan Rapid Transit

eastward and which includes the Lakefront Express buses. This study

would focus on elimination of service duplication, improvement or

expansion of facilities as warranted, and access to the World's Fair with

subsequent residual benefits.

As a side issue, the RTA could investigate the cost and feasibility of a

transit exhibit at the Fair, with the possible long term benefit being a

Transit Museum.

Responsibil ities

RTA should participate with the Transportation Task Force in continuing
planning and corridor study development as described above.

RTA should also convene a separate Committee to investigate the feasi-

bility of a transit museum at the Fair and the application of high-tech
transit concepts for Fair access.
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TOPIC 2

STATION AREA DEVELOPMENT PROGRAM

Topic Theme

Regional trends of suburban employment and population growth have
resulted in a reduction in rail transit utilization as a percentage of

total trips in the Chicago region. This growth, coupled with the past

spiral in transit fares has resulted in excess rail transit capacity
being available. A need therefore exists to pursue approaches whereby
transit utilization for home-work trips is increased. RTA's Station Area
Development Program is one such approach. This program involves closer
relationships between transit planning and the regional land and economic
development process. It identifies those existing or potential transit
station areas where development or redevelopment activities are either
now underway or probable, where excess transit capacity exists or where
increased transit services can be reasonably provided. These station
areas are then linked through planning and marketing to private commer-
cial and residential development processes.

Program Goals

The Program as presently construed is guided by the goal of:

Furthering the economic development of the six-county northeastern
Illinois area in a manner which enhances the viability of the region's
transit system .

Regional Development

The relationship between the Program and regional development is dual in

nature. The Program seeks to guide regional land development into a

pattern more easily served by transit through the conservation of land,
energy and infra-structure. By encouraging a regional pattern of

coordinated residential, commercial and transit development, RTA

increases its ability to deliver transit services to the suburban areas
of the region in an effective and cost-efficient manner.

Regional economic development is furthered by encouraging developers to
consider transit accessibility and its associated benefits in their
location decisions. These benefits are:
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° Personal Income Conservation: reducing the costs of home-

work trips thereby providing additional income for other

personal and investment expenditures. A recent comparison of

annual travel costs for automobile vs. rail transit home to

work trips in the Lake County/North Cook County Corridor of

the NIRC: Milwaukee Road North District identified a 2.96:1

cost advantage for commuters over drivers for an 80 mile per

day round trip. This differential does not include the cost

of parking.!) . _

° Labor Productivity: improvements in the labor related

aspects of doing business. Recent studies have identified

that where employees utilize transit the company experiences:

- increased employee morale and productivity; and

- reduced absenteeism and tardiness due to the rhythm of

commuting.

Tt is not the intent of the Program to encourage the redistribution of

Central city jobs to the suburbs.

Station Area Development

Station Area Development is often referred to as joint development or

public private partnerships. Generically defined, station area develop-

ment is coordinated transportation and land use planning and development

at specified locations. This coordination can result in station area

development patterns where:

° stations are part of a planned area development;

° stations are directly linked by pedestrian ways or bus to

surrounding developments; and

° stations and private developments such as office or

residential uses share the same structure, i.e., joint

development.

RTA Memorandum dated 11/28/84. Linked Travel Times and Annual Travel

Costs for Lake Cook and Gurnee Extension Feasibility Studies.
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To accomplish this level of coordination, the development planning
process must be intergovernmental. As RTA does not possess land planning
powers, the first level of cooperation is with an area local govern-
ment(s) through an intergovernmental agreement for station area planning.
The second level of coordination involves station area marketing.

Marketing of a station area requires coordination with economic develop-
ment bodies such as the State of Illinois, Department of Commerce and

Community Affairs (DCCA) in promotional programs like DCCA's "Magnificent
Miles of Illinois". An RTA/DCCA cooperative brochure on transit avail-
ability is now being published.

Status of RTA Efforts (See Exhibit)

Through corridor surveys on the NIRC: Milwaukee and Rock Island lines,
RTA has identified a series of station area development opportunities.

Present Projects . Two projects are currently under development. These
are:

° Lake Cook Road. In cooperation with the Village of Deerfield,
a feasibility study for a new commuter facility with office
and residential joint development at Lake Cook Road and the
NIRC: Milwaukee Road North Branch is being evaluated.

° 180 Corridor/80th Avenue Development Plan. Through an inter-
governmental agreement signed in June of 1983, RTA and the
Village of Tinley Park are developing a multi-use land and

transit development plan for the 2,500 acres surrounding the
NIRC: Rock Island 80th Avenue Station.

Potential Projects . The above referenced corridor surveys identified
other potential station area projects which, due to a variety of local

constraints, have not been immediately initiated but will progress in

subsequent years.

These are:

Commuter Line Station Area Community(ies)

NIRC: Rock Island Rock Island Yards Blue Island & Calumet Park

191st Street Mokena & Will County

NIRC: Milwaukee Schaumburg Schaumburg, Roselle,
West Line Hanover Park & DuPage

County

Rohlwing Road Itasca
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In cooperation with the City of Chicago the following three station area

development projects have recently been identified.

° 23rd Street on the ICG and South Shore Lines.

° 63rd Street and Dorchester on the ICG, CTA and South Shore
Li nes.

° Jefferson Park on the Chicago and Northwestern Northwest
Li ne.

Also, RTA is participating with the Illinois Department of Transporta-
tion's Division of Public Transportation, City of Naperville, City of

Aurora, DuPage County and the Burlington Northern Railroad in a study of

the feasibility of a new station between Aurora and Naperville. This

station, if feasible, would have direct linkages to those developments
now occurring in the Aurora Naperville (15) corridor.

Pending Corridor Surveys . Corridor surveys similar to those undertaken
in 1982 and 1983, along the NIRC: Rock Island and Milwaukee Divisions
are scheduled for 1984. Corridors to be surveyed are the:

° Burlington Northern; and

° Illinois Central Gulf.

Regional Transportation Needs Assessment Coordination. As part of those
RTNA activities designed to determine the feasibility of providing new

rail transit service in various sectors of the region, station area

development opportunities are being identified. Potential service corri-
dors that are being reviewed for development opportunities are the:

° Tri-State Corridor;

° Gurnee Extension; and

° North Cook Corridor

Two of the Tri-State alternative alignments have been evaluated to date.
This evaluation has resulted in nine station area development locations
being identified. These locations include such areas as Midway Airport
and the Kennedy Expressway/CTA O'Hare Extension interchange.

As part of the feasibility study to determine if commuter rail service
can be extended north from Rondout to Gurnee on the Milwaukee Road North
Freight Line, major station area development opportunities associated
with Interstate-94 have been identified north of West Lake Forest to
Gurnee.

Financial and Ridership Implications

Station area development has the potential for positively affecting
revenues to and ridership on the various RTA supported systems.
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Ridership . A criterion used in project selection identified those

locations in a rail corridor where seat capacity on inbound trains

exists concurrent with development or redevelopment opportunities.

Present and future home to work trips to these locations from more

distant residential areas along the rail corridor were then

estimated to identify service potentials. In 1982, within the

NIRC: Milwaukee North Corridor 3,680 daily trips were taking

place between fare zones, H, I and J (Li bertyvil 1 e to Fox Lake)

and fare zone E, i.e.. Lake Cook Road development area. Virtually

all of these trips were being made by automobile. It has been

preliminarily estimated that, if a station were provided at Lake

Cook Road, between 370 and 920 daily one-way commuter rail trips

could be generated. This is 179,000 to 445,500 annual trips.

These are trips that could be served without providing extra

capacity on the NIRC: Milwaukee North Line due to the potential

for dual seat utilization.

Revenues . Two basic revenue flows result from station area

development. The first is due to increased ridership. In the

Lake Cook study the above identified annual trips could be

expected to generate operating revenues of between $336,000 and

$835,000 annually. The second revenue flow that can be achieved

is "value recapture". Station area development often involves

leasing of land or air-rights which are made available to private

developers through the use of planned development concepts.

Metro-Dade in Miami, Florida, through its station area development

program, is beginning to generate significant non-transit fare

revenues.

By leasing its South Dade station development rights, Metro-Dade
anticipates revenues approximating $1.0 million annually by 1993.

Thus, they are capturing the development value of a well placed

station to support transit system operations.

Return on Investment

In a recent study for UMTA nine station area development projects were
evaluated. This study concluded that:

"costs per net additional daily transit trip are consistently, and

usually significantly higher (for capital extension projects) than

the comparable cost to UMTA for its investment in station joint

development project".

In this study UMTA investment costs for the Metro-Washington rail

extension projects were between $17,559 and $20,903 per daily rider.

These costs were significantly greater than UMTA's investment of between
$1,003 and $2,199 per daily rider for supported station area development
projects.
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Options

To date, the Program has experienced a receptive attitude from con-

stituent local governments and the private sector. Under the assumption

that this acceptance will continue, RTA is faced with the following

program options: ,

•

1. Continue the Program at its present pace thereby having all

corridors surveyed by 1986 and several station area develop-

ment projects underway.

2. Accelerate the Program through either increased staff or

consultant services and have all corridors surveyed by the end

of 1985, with additional station area development projects

underway.

3. Avoid lost opportunities to develop stations including joint

developments where none presently exist by initiating a

program of advanced site acquisition. This action would avoid

RTA's being closed out of identified locations over the time

period between corridor survey and development plan initia-

tion.

4. Commit resources to a direct RTA marketing effort of develop-

ment opportunities available in transit corridors and station

areas in particular.
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COMPONENT B

FARE POLICIES

Component Theme

Among the initial mandates in the creation of the RTA was the uniformity
and integration of transit fares throughout northeastern Illinois. In a

radical departure from initial RTA organizational structure, the 1983

amendments to the legislation mandate that each transit component, acting

through its Service Board, set both fares and service. The amendment

further mandates a fare recovery ratio of 50%, systemwide.

It is extremely important to define how uniform, integrated fares are

maintained while maintaining a fare recovery ratio of 50% to the joint

satisfaction of the RTA and the Service Boards.

It is also important to continue capacity pricing (essentially to set

pricing policies which fill empty seats or otherwise increase farebox
revenue at little or no increase in cost), and to continue a program of

fare demonstration and promotions in order to test new concepts.

Major Topics > -

1. Fare Policy Development and Coordination in the RTA/Ser-

vice Board Framework

2. Short Term Promotions '

3. Long Term Demonstration Program
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TOPIC I

FARE POLICY DEVELOPMENT AND COORDINATION
IN THE RTA/SERVICE BOARD FRAMEWORK

Topic Theme

1983 legislative amendments. The change resulting from amendments now
requires a cooperative effort among the RTA and Service Boards in order
to bring about uniform, integrated fares. Furthermore, since each board
recovery ratio is defined by its revenues and expenses subject to a 50%
systemwide ratio, the need for interboard cooperation in fare policy
development is paramount. -

.,

Specific Issues
,f.

'!

A. Uniform and Integrated Fares

B. Fare Coordination Procedures

C. Special Pricing Options (discussed below under Demonstrations)

D. Recovery Ratios (Discussed in Finance Component)

E. Revenue Allocation Procedures (discussed in Finance Component)

11-30



ISSUE A

UNIFORM AND INTEGRATED FARES

Issue Description

Since the RTA's creation, a universal (bus) pass, universal transfer,
uniform fares (bus/rapid transit), and uniform zones/fares on commuter
rail have all been instituted. In terms of public use and perception of

a metropolitan system, continuation of such uniformity and integration
are vital

.

Status of RTA Efforts

Since the reorganization legislation was passed in late 1983, a Link-Up
program which furthers an integrated fare structure has been instituted
on a demonstration basis. However, the issue of fare coordination once
the Service Boards are installed must be addressed.

Options

Options range from a laissez-faire approach whereby fares will likely
become "Balkanized" as each Service Board exercises its own prerogatives
to a highly cooperative, coordinated effort in which the fare concepts
and structure presently in place are preserved. Among the options are:

1. little or no fare uniformity or integration;

2. fare integration only (i.e., universal transfers and/or
passes);

3. fare uniformity only (same or similar base fares -no inter
system transfers); or

4. complete fare uniformity and integration (what we have
now)

.
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Since the public has come to expect fully uniform and integrated fares,
there is every reason to believe that attempts to splinter fares will

meet with negative public reaction and loss of ridership/ revenue.
Consequently, it would seem prudent to make all attempts to maintain the
uniformity and integration of fares presently in place and, in fact, to

improve upon this whenever feasible.

Responsibil ity

The extent to which fares can remain uniform and integrated depends on

the ability of RTA and the Service Boards to coordinate fares in a highly
cooperative manner. The manner in which this coordination takes place is

addressed in the discussion following.
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ISSUE B

FARE COORDINATION PROCEDURES

Issue Description

The previous discussion on Uniform and Integrated Fares raised the issue

of fare coordination. Since each Service Board is empowered by statute

to set its own fares, the need for a coordinated fare policy effort is

vital. -

Status

There currently is an RTA staff Fare Committee and a NIRC Fare Incentive

Committee. The former has coordinated RTA system fare policy for some

time; the latter has functioned as an NIRC/rail carrier forum.

Opti ons/Responsibi 1 i ties

A Fare Coordinating Committee should be formed as soon as possible after
the installation of the rail and bus Service Boards. This Committee
would consist of senior staff personnel from the CTA, Rail Service Board,

Suburban Bus Service Board, and RTA. The RTA would be the logical

convener and chair for this Committee.

The committee would coordinate all matters of fare policy including
policies on uniformity, integration (i.e., transfers), revenue realloca-

tion, and fare demonstrations. The Committee's initial responsibility
would be to effectuate whatever policies are necessary to formulate the
1985 Operating Program and Budget.
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TOPIC II

SHORT TERM PROMOTIONS

Topic Theme

As opposed to longer term demonstrations and pricing options, there are

short-term "one shot" promotions which can be carried out for the

remainder of this year. These promotions are less likely to result in a

great yield in farebox recovery than they are to create "good will",

positive image and perhaps the introduction of transit to persons who

have never used it.

Specific Issues

A. Special Summer Events

B. Bonus Fare Days
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ISSUE: A

SUMMER COUNTY FAIRS

Issue Description/Status of RTA Efforts

In the past RTA has promoted and provided coordinated transit service to
conar county fairs, Ravinia, Brookfield Zoo, and other regional events.
This has been a good method for introducing the public to the use of
transit as well as improving RTA relationships with its constituencies.

Options/Responsibil ities

RTA should continue to promote these efforts in 1984. Family promotional
fares in conjunction with these events can be considered since these are
family-oriented events.
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ISSUE B

BONUS FARE DAYS

Issue Description

On the first Sunday of each month, various downtown merchants have major
sales. Additionally, during the summer months CTA operates its Culture
Bus to City attractions. Many other downtown/1 akefront events also occur
on Sundays throughout the summer.

Given these facts, an opportunity exists for a major Sunday "home free"
promotion on commuter rail possibly coupled with CTA shuttle and/or
Culture Bus service.

Status of RTA Efforts

The CTA Culture Bus has existed for a number of years. RTA instituted a

"home free" fare promotion program during the 1983 Thanksgiving-Christmas
period.

Options/Responsibi 1 i ties

RTA should take the lead to institute fare bonus days. The home free
approach (essentially a 50% fare reduction) is easily implemented, and
will be employed on June 23rd, in connection with "Summer Stage."
Depending on the success of this promotion, future bonus days will be

considered.
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TOPIC III

LONG TERM DEMONSTRATION PROGRAM

Topic Theme

Ridership needs, available operating funds, and changing travel patterns

render the fare policy process a dynamic one. Furthermore, in the

continuing quest to invoke fares which fill unused capacity or otherwise

raise farebox revenue at little or no increase in operating cost, it is

necessary to experiment with new fare policy concepts.

This process has been put in place over time at the RTA through various

fare demonstration programs which are researched, implemented (under

controlled circumstances), evaluated, and either disposed of or given

permanent status. It is important that the RTA and the Service Boards

continue this process as a way of taking reasonable risk in trying out

new fare policy concepts.

Specific Issues

A. Evaluation and Status of Present Fare Demonstrations

B. Special Pricing Options

C. Demonstration Budget/Program for 1985

D. New Technology in Fare Collection
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ISSUE A

EVALUATION AND STATUS OF PRESENT FARE DEMONSTRATION

Issue Description

Three fare demonstrations are presently in existence.

1. South Chicago ICG (implemented March 1982) --a flat
fare of $1.35 on 3 zones (#2 of mainline and #2 and
#3 of South Chicago Branch) represent a 40-50%
reduction from previous one way fares.

2. West Towns Unlinked Fares (implemented August 1982);
--reduction in one-seat (no transfer) rider fare to
$0.60 from $.90 with a $.40 charge for a transfer;
in effect, a fare reduction for the one seat rider
with no change in other fares.

3. Link-Up Pass Program (implemented April 1984).

Status of RTA Efforts

The first two demonstrations have been evaluated since their inception.
At this time the demonstrations can be terminated or be incorporated into
the permanent fare structure. The Link-Up program has been recently
instituted; its evaluation will be complete in time for modification,
termination or incorporation into the 1985 Budget and Program.

Options

With any of these demonstration programs, the options are; 1) to
terminate, 2) to modify and continue as a demonstration, or 3) to
incorporate into a permanent fare structure with or without modifica-
tions. The action taken with respect to each demonstration should depend
on its own merit.

It would seem prudent that each demonstration be either terminated or
incorporated into the permanent fare structure commencing with the 1985
Budget and Program.
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EVALUATION AND STATUS OF PRESENT FARE DEMONSTRATION (cont'd)

Responsibilities

Since each of the above is being run under the sponsorship of the RTA, it

is appropriate that the RTA see each through its conclusion by December
1984. The South Chicago ICG and Link-Up Demonstrations have been

coordinated by the RTA Planning Office with participation by other
RTA/NIRC/CTA units. It is recommended that this continue. The West

Towns Demonstration has been coordinated by the RTA Bus Division. It is

also recommended that this continue.

No major Board actions are necessary until such time as the
and Budget are adopted by each Service Board and the RTA.

1985 Program
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ISSUE B

SPECIAL PRICING OPTIONS

Issue Description

Various fare pricing options, most of which would provide a basis for a

demonstration program, have been discussed. Included are:

1. off-peak (including reverse peak) reduced fares;

2. group fares and sales; '

3. special promotional fares;

4. short trip fares (commuter rail);

5. family fares;

6. industry subsidized sales;

7. Universal Fare Pass; and

8. Unlinked Fare Pass (elimination of transfers).

In continuing a demonstration fare evaluation and implementation process,

it is these special pricing options which are likely to form the basis

for new programs. Each needs thorough research before being considered

for implementation.

Status of RTA Efforts

The RTA staff Fare Committee, as well as CTA and NIRC have conducted

research pertinent to a number of these pricing options. Various reports

and memoranda discuss these efforts. It is important to recognize that

any schemes which reduce fares require a considerable increase in

ridership to maintain constant revenue.

Options

Any or all of the above pricing options can be considered as a basis for

a demonstration or promotional effort.
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Responsibi 1 i ties

The Fare Coordination Committee, once created (as described earlier)

should coordinate research and feasibility studies. The studies them-

selves could be performed either jointly or by any of the appropriate

staffs.

Those pricing options of most immediate intent for demonstrations are:

1. Off-peak fares : staff is currently analyzing the

feasibility of an off-peak (including reverse peak) fare

on one major commuter railroad. This program could, if

adopted, be Implemented as early as summer 1984.

2. Industry subsidized sales : several discussions have been

held internally. This option could be implemented over

time, but would require considerable staff effort to

contact employers, sell them on participating in the

program, and coordinate the sale of passes. The intended

benefit would be to increase the sale of passes and to

attract new riders.

Universal Pass : this would be the logical extension of

the Link-Up program to all hours and all routes. It would

be appropriate to consider this option only after

experience with Link-Up is in place and there is reason-

able confidence that net revenue erosion would not occur.

For promotions of a more short term nature, group sales, family fares,

and promotional trips are being considered. These efforts are more
likely to be run to increase "good will" toward the area's transit
agencies rather than to seek a permanent increase in farebox revenue.

They are discussed in a separate section of this plan component.

Other proposals which are being investigated are introduction of new

residents to the region's transit system through complimentary rides and

the promotion of merchandise or a service discounts to those holding
monthly bus or rail passes.

The composite effect of these and aforementioned fares and promotional
efforts is aggressive marketing of the transit services being provided by

RTA and its constituent service boards. This approach explicitly recog-
nizes that transit must compete with other modes such as the automobile
for the consumer's transportation dollar.
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ISSUE C

DEMONSTRATION BUDGET/PROGRAM FOR 1985

Issue Description

If a demonstration process is to be maintained, it will be desirable to
divorce the financial risk associated with the demonstration program from
statutory farebox recovery requirements. Furthermore, most demonstra-
tions are inter-modal in that they involve more than one transit mode
(the Link-Up Pass, for example, involves commuter rail, CTA and suburban
bus). Consequently, an inter-agency coordinated effort is required.

Status of RTA Efforts

To date, any financial risks for demonstration programs have come from
the RTA budget. Furthermore, annual cost of either the West Towns or
South Chicago demonstrations have been minimal (less than $100,000
each)

.

Options

Since risk taking will not likely appeal to any of the service boards in

an environment of maintaining a mandated farebox recovery ratio, it is

necessary to separate the two. One practical way to do this would be to

set aside in the RTA Budget a demonstration budget separate from subsidy
allocations. In support of this budget would be a demonstration program
with specific items, budgets for risk exposure, and implementation/evalu-
ation responsibilities. To the extent that a demonstration performs
better than budgeted, the excess could be held in reserve (for future
year demonstrations) or reallocated to another purpose.

Responsibil ities

The Fare Coordinating Committee proposed earlier should be the vehicle
for developing a Demonstration Program/Budget for 1985 which would be

adopted by all Service Boards and incorporated into RTA's program and
budget.

Work on defining a budget/program for 1985 should begin this summer.
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ISSUE D

NEW TFCHNQLOGY IN FARE COLLECTION

Issue Description

In many respects, the technology associated with fare collection and

audit of transportation is the same technology used for decades. On bus

systems, the use of paper currency has plagued the fareboxes as well as

the counting of farebox receipts. Ironically the J;;t°"^?^„d^^^^^^^^^^

Collection System (ARCS), put in place in the 1960 s on the ICG Electr c

lines, is now outmoded and, in some instances, make it quite difficult to

implement a demonstration program such as off-peak fares, /hi 1 e the

issues are quite varied, it is safe to say that a more concerted effort

can be made.

Status of RTA Efforts

An UMTA funded program is in effect as a cooperative effort between

RTA/ICG to improve the validation of paper currency. Also, the Suburban

Bus Division has installed registering fareboxes after considerable

experimentation.

Options

Various technological approaches have been periodically suggested. These

are too numerous to discuss in this plan. It would be desirable to do a

research/application needs assessment and then seek outside (UMTA)

funding under Section 4(i), Section 6, or Section 9 for either applied

hardware R&D, or a technological demonstration. Among topics which could

be considered are:

1. commuter rail ticket;

2. universal pass;

3. future of ARCS; and

4. fareboxes on buses.

II - 43



NEW TECHNOLOGY IN FARE COLLECTION (cont'd)

Responsibil ities

An inter-agency committee of technical individuals involved in the
day-to-day activities pertinent to this topic should be convened to draw
up a research/demonstration agenda and apply for available Federal or
other outside funds to assist in this effort. The committee should be
convened by the RTA perhaps early in 1985 after more critical fare
related issues are resolved.
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COMPONENT C

COORDINATION AND RATIONALIZATION OF SERVICES

Component Theme

An early RTA goal was the development of a transit system which would

provide regional accessibility for the area's seven million residents.

While this remains a current goal, financial responsibility and cost-

effectiveness also have become important RTA goals.

In some cases, these goals of accessibility and cost-effectiveness may be

at odds. While accessibility would dictate a wide range of services
geared to all residents and trip purposes, cost-effectiveness may limit

services to those which are well utilized and efficient to provide. These

concerns are reflected in the fifty percent farebox recovery ratio man-

dated by the recent State legislation which reorganized RTA.

The purpose of this plan component is to examine the trade-offs between

these two goals of regional accessibility and cost-effectiveness and to

identify who is responsible for making the decisions. As RTA moves
forward on both goals, it must clearly define policies for evaluating ex-

isting and new services, be certain that services are delivered in an

efficient manner which avoids duplication and use innovative approaches to

create a more cost-effective system.

Major Topics

1. Criteria For Existing Service Evaluation

2. Criteria For New Service Evaluation

3. Reduction of Extreme Peaking in Travel Demand

4. RTA/Service Board Relationships

5. Private Sector Provision of Service
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TOPIC 1

CRITERIA FOR EXISTING SERVICE EVALUATION

Topic Theme

As one of the largest public transportation systems in the country, the
northeast Illinois region is host to a whole family of transit modes,
including fixed bus, rapid rail, commuter rail and paratransit services.
Historically these modes evolved independently of each other, leading
quite often to a fragmented set of services. Alternatively, competition
between service providers led to considerable duplication of services in

areas of high transit demand.

A primary mission of the RTA and its Service Boards is to "sort out" the
existing transit system that is coordinated and rationalize existing ser-
vices to eliminate duplicative or unproductive parts of the system. At

the same time, the RTA should insure quality service and regional acessi-
bility to the area's residents. Ideally, the end product of these efforts
would be a complementary set of transit services which attempt to meet
regional travel needs in the most productive, cost-effective manner
possible.

The first step in improving the overall productivity and effectiveness of
a transit system is to determine the performance of existing services. A
major challenge in this effort is the development and application of
appropriate criteria to evaluate service performance.

Specific Issues

A. Criteria for Evaluating Existing Service

B. Application of Criteria
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ISSUE A

CRITERIA FOR EVALUATING EXISTING SERVICES

Issue Description

As part of the recently amended RTA Act, the RTA and its Service Boards
are mandated to achieve a systemwide fare recovery ratio of at least fifty
percent. While perhaps one of the easiest performance measures to inter-
pret, the fare recovery ratio does not offer a comprehensive view of how
well the existing transit system is actually performing. To properly
evaluate existing services and to insure appropriate improvements are
made, a number of performance measures and criteria need to be established
which address not only service efficiency and effectiveness, but the
quality of services as well.

Clearly, the relationships and trade-offs among efficiency, effectiveness
and quality of services are complex. For example, efficiency improvements
may or may not lead to corresponding improvements in service quality, and
visa versa. At the same time, performance measures and criteria should be

limited to a manageable number of key indicators in order to avoid "infor-
mation overload" for policy decision makers. In most instances, these key
indicators should serve as the initial step in identifying potential
improvements in service performance, to be followed by more detailed eval-
uation prior to implementation.

In addition to the issue of efficiency, effectiveness and service quality
relationships and trade-offs, performance measures and criteria should be
sensitive to temporal and spatial patterns present in existing services.
For example, data and criteria should be disaggregated to reflect
differences between peak versus off-peak, midday versus owl service per-
formances. Likewise route circuity, trip length, peak load points, etc.
should also be incorporated as an integral part of the performance
analysis. By developing disaggregate criteria, services which may
initially appear to be performing well on several aggregate measures might
also be identified for potential improvements.
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status of RTA Efforts

In April 1982, the RTA Operations Planning Department issued its first

quarterly Suburban Bus System Service Performance Report which compiled a

number of efficiency and effectiveness indicators for suburban bus

services. Route productivity measures (specifically, passenger trips per

revenue hour) for each service group (inner versus outer suburban

services) and service day (weekdays, Saturdays, and Sundays/holidays) were
initially selected to identify candidate services for detailed analysis

and possible service actions. Current staff efforts are directed at

developing fare recovery ratios by route as a means of evaluating future
service performances.

The NIRC Performance Analysis Department produced its first quarterly
Financial and Operating Performance Report in June 1983. The primary
effort to date has been devoted to the collection and refinement of both

current and historical operating and financial data for the entire commu-

ter rail system. This comprehensive set of data is critical in that it

allows for peer comparisons in operating performance and productivity.
More detailed analyses of operating problems and specific service actions
are anticipated in the future based on the general conclusions of the
report.

In 1980, CTA staff developed bus route performance criteria in anticipa-
tion of major service reductions. The criteria initially were oriented to
loading standards by route type, time of day and service frequency. These
criteria were applied to existing CTA bus service in 1981, resulting in a

number of service actions. Since that time, CTA developed additional per-
formance criteria to measure service efficiency and effectiveness for both
its bus and rail systems.

Table 1 presents a list of evaluation criteria currently being generated
by RTA staff.

Responsibil ities

The RTA and its service boards should continue to expand and refine
operating and financial data, identify key performance indicators which
offer a relatively simple yet comprehensive perspective of system perform-
ance; and develop a workable set of criteria in which to evaluate existing
services and effect appropriate improvements.
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ISSUE B

APPLICATION OF CRITERIA FOR EVALUATING EXISTING SERVICES

Issue Description

Following the collection and refinement of key performance measures and

the establishment of performance criteria, a number of issues remain

regarding actual application of the criteria. Quite often, selective per-

formance criteria have been developed and applied to meet an immediate

need; in such instances, the resulting evaluation may be too narrow (not

taking into account all aspects of efficiency, effectiveness and quality

of services) or inconsistent in application (not allowing for complete

peer comparisons in operating performance and productivity).

While broad and consistent application of criteria to the same modes of

service is important, it is equally important to recognize the need for

different sets of criteria in evaluating the different modes operating in

the region. Each mode - fixed bus, rapid rail, commuter rail and

paratransit - varies by right-of-way requirements, technologies (or me-

chanical features of their vehicles and ways), and types of services

provided. As such, expectations of their service performances should vary

accordingly.

In a similar manner, geographical differences within the region should

also be recognized when applying performance criteria to existing

services. Population and employment densities, roadway volumes and con-

figurations, as well as socio-economic characteristics of the population

served clearly affect the operations, cost and utilization of transit ser-

vices in a given area. Again expectations of service performances should

be sensitive to these differences, particularly in peer comparisons of

operations and costs.

A final issue of concern in the application of performance criteria

relates to service implementation. That is, financial and operating data

are collected and analyzed but the results may not be translated to spe-

cific service actions on a consistent or continuous basis. In some

instances, assignments of responsibility for service evaluation and imple-

mentation may not be clearly established or defined. In other instances,

community resistance to change may prevent certain service actions,

despite their objective merits, from being realized.
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Status of RTA Efforts

As noted in the preceding issues paper, RTA Operations Planning Department
has applied a route productivity measure to target certain suburban bus

services for detailed analysis and to identify specific service actions
which improve overall system performance. These activities are

incorporated as part of RTA's ongoing planning and programming efforts.

To date NIRC Performance Analysis Department efforts have focused on

collection and refinement of operating and financial data to allow for
peer comparisons of commuter rail operations and productivity. Develop-
ment and application of performance criteria to improve overall system
performance are anticipated in the future.

As the result of funding shortfalls and need to make major service reduc-
tions, CTA staff developed and applied performance criteria based on

vehicle loadings to existing bus services in 1981. The result was a

number of service actions to reduce costs and improve overall system per-
formance. These criteria later were expanded to include consideration of
other performance indicators and other modes (i.e., rapid rail).

Responsibilities

The RTA and its Service Boards should take positive steps to ensure broad,
consistent application of established performance criteria; to establish
clear assignments of responsibilities for monitoring system performance
and implementing system improvements; and to incorporate performance
analysis as part of the ongoing planning, programming and budget process.
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TABLE 1

CURRENT CRITERIA FOR EXISTING SERVICE EVALUATION

BUS

Productivity

Financial

Average Daily Ridership (Weekday, Saturday, Sunday)
Riders Per Revenue Hour (by day-and by type of route)

Percent of Average System Productivity
Percent Change in Ridership During Last Year

Cost Per Passenger
Revenue Per Passenger
Subsidy Per Passenger
Cost Per Hour
Cost Per Mi le

Vehicles Per Maintenance Employee
Administrative Expense as a Percent of Total Expense
Administration Cost Per Hour
Recovery Ratio
Subsidy Per Trip
Platform Hours as a Total Percent of Total Hours
Top Driver Rate ($1 Hour)
Fringe Benefit Cost (% of wage)

RAIL

Productivity

Quarterly Ridership
Average Daily Ridership

Peak Period
Off-Peak
Saturday
Sunday/Hol iday

Average Trip Length
Percent Occupied Seats
Passengers Per Revenue Car Mile
Passenger Miles Per Revenue Car Mile
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Fi nancial

Cost Per Passenger
Revenue Per Passenger
Subsidy Per Passenger
Percent Revenue to Cost

Cost Per Train Mi le

Cost Per Car Mile
Cost Per Train Mile

Transportation
Mechanical
Maintenance of Way
Administration

Fuel Per Train Mile (gallons)
Fuel Per Car Mile (gallons)

Operations

Percent On-Time
Frequency of Train Delays By Duration
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TOPIC 2

CRITERIA FOR NEW SERVICE EVALUATION

Topic Theme

In recent decades, significant changes in regional land uses and shifting

patterns of population and employment have created new demands for transit

services in areas heretofore unserved or underserved by conventional tran-

sit modes. In response to these newly - created travel needs, an early

RTA goal was the development of a transit system which would provide

regional accessibility for the area's seven million residents - that is,

attempts were made to fill in service gaps which currently existed in the

region.

While regional accessibility continues to be an active goal of the RTA and

its Service Boards, financial shortfalls and concerns of cost effective-

ness have restrained large-scale expansion of the existing transit system.

The need for new services is recognized and continues to be evaluated, but

much greater emphasis is now placed on selecting those new services which

complement the existing system in the most productive cost-effective

manner possible.

In order to properly evaluate potential new services, anticipated service

performance must be determined and appropriate criteria must be developed

and applied.

Specific Issues

A. Criteria for Evaluating New Services

B. Application of Criteria
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ISSUE A

CRITERIA FOR EVALUATING NEW SERVICES

Issue Description

In developing criteria for new service evaluation, it is necessary from

the beginning of the process to completely specify system goals and

objectives. This step is often overlooked in practice, resulting in the

development of criteria based on erroneous assumptions or narrow perspec-

tives of travel needs and system potential.

As with existing services, evaluation of new services requires the estab-

lishment of a number of performance measures which address concerns of

efficiency and effectiveness, as well as quality of services. A

particular difficulty with new services is that performance measures are

based on projected, rather than actual data on both the supply and demand

side. Other measures (for example, quality of service attributes such as

comfort and convenience) may not even be quantifiable. At the least,

there is a clear need to improve the accuracy and sensitivity of the

demand forecasting process.

A final issue relating to the evaluation of new services is the static

nature of selected criteria. That is, the criteria assess service

efficiency, effectiveness or quality measures at single point in time. No

account is taken of how these measures vary over time.

Status of RTA Efforts

A number of criteria were established by RTA to evaluate new suburban bus

services as part of the ongoing planning, programming and budget process.

These criteria specify population, and employment levels, as well as sizes

of major activity centers (shopping centers, schools and hospitals).

Subregional and corridor level planning studies, such as the Southwest

Corridor Study, have also established criteria for evaluating alter-

native fixed bus, rapid rail and commuter rail services in high demand

areas.

Table 2 lists criteria currently used by RTA in evaluating new services.
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ISSUE B

APPLICATION OF CRITERIA

Issue Description

In order to properly evaluate new services, one should take into account a

full range of impacts or consequences affecting not only the service pro-

viders but the users and non-users as well. To achieve this goal, direct
input is needed from operators and users of existing services, planning
and funding agencies, elected officials, private businesses and the public
at large.

Assuming a workable forum is created to solicit such input, a frequent
problem in evaluating new services is that too much information is

provided to readily assimilate and integrate in the decision making pro-

cess. Clearly a balance should be established between too narrow a set of

data and criteria and "information overload". Again performance measures
and criteria should generally be limited to a manageable number of key

i ndicators.

Due to the complex relationships and tradeoffs between service efficiency,
effectiveness and quality, another difficult task in evaluating new
services is determining the relative importance of selected criteria. The
need clearly exists to determine weights for various criteria, the ques-
tion then becomes, by whom?

Status of RTA Efforts

In all subregional and corridor level planning studies which evaluate
alternative new services, study review or technical steering committees
are established to afford all interested parties an opportunity to parti-
cipate in the evaluation and selection of new services.

Proposed new services are also incorporated in RTA's Annual Operating
Program, which is released for public review and comment.

11-56



TABLE 2

CURRENT CRITERIA FOR NEW SERVICE EVALUATION

Estimated Performance

Total Riders

Riders Per Revenue Hour

Total Cost

Total Revenue
Total Subsidy

Cost Per Passenger
Revenue Per Passenger

Subsidy Per Passenger

Farebox Recovery Ratio

Land Use Support

Total Population Served

Population Density Served

Total Employment Served

Employment Density Served

Major Generators Served

High Schools/Colleges
Retirement/Senior Centers

Shopping Centers

Government Facilities

Medical Facilities
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TOPIC 3

REDUCTION OF EXTREME PEAKING IN TRAVEL DEMAND

TOPIC THEME -

The phenomenon known as "peak period travel demand" or the "rush-hour" is

the result of the overwhelming dominance of the "9-to-5" workday as the

norm for the region's employers. Since travel to and from work is such a

significant portion of all travel, the concentration of such trips into

relatively narrow time frames produces distinct surges in aggregate travel

demand as people begin and end their workdays. With respect to all modes

(auto and transit) of transportation in the region, peaking is

characterized by the fact that nearly 30% of all trips made in a 24-hour

day begin during either the 7am - 9am period or between 4pm and 6pm. The

situation is more extreme for the transit mode, where 77%, 56% and 41% of

the trips made on commuter rail, rapid transit, and bus, respectively,

occur during the peak four hours.

The peaking phenomenon is considered a problem to the extent that the

supply of transit facilities and services are largely fixed in the short

run. Obviously, rolling stock and other capital facilities cannot be

varied over a 24-hour period. The ability to vary labor expenses is often

constrained by the need to guarantee 8-hour shifts to workers. Since the

transit system must be capable of accommodating peak demand, capital faci-

lities and labor requirements are largely designed for the peak period,

with the result that both capital and labor are underutilized during the

non-peak periods. Typically, however, efforts to maintain productivity in

the face of this situation result in the provision of capacity that just

barely meets peak demand requirements, causing in many cases overutiliza-

tion of facilities (congestion) during the worst part of the peak.

Many areas of the country have used forms of alternative work schedules to

reduce highway or transit congestion as well as achieving private sector

benefits such as improved morale and reduced absenteeism. One well-known

example is the effort begun in 1970 by the Port Authority of New York and

New Jersey in cooperation with Manhattan businesses. Transit impacts

included a 25% reduction in congestion at the Port Authority Trans-Hudson

terminal during the 5:00-5:15 PM period, while traffic during the formerly

lightly traveled 4:30-4:45 PM period increased by 57%. Early opinion

surveys taken of employee-participants in this program indicated that work

schedule changes were enthusiastically accepted by 85% of those involved.

Employers in general felt that organizational efficiency improved and 40%

of the participants felt that there was less congestion in building ele-

vators and lobbies and in streets near their workplace.
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Achieving efficiency in this situation clearly implies the need to more

closely match supply and demand over the course of the 24-hour day.

"Supply-side" approaches concentrate on taking advantage of slack demand

periods to free equipment and facilities for cleaning, repair and mainte-

nance. Another tactic is to employ operators on split 8-hours shifts to

make more productive use of their time. On the "demand-side", it has been

suggested that the peaking phenomenon would be considerably less severe if

workers (and their employers) could be induced to pursue alternatives to

the "9-to-5" workday. The concept of "alternative work schedules" (AWS)

can be divided into 3 basic categories:

1. Fl ex- time , which permits workers to start and leave work as

desired subject to certain constraints;

2. Staggered Work Hours , whereby companies stagger the start and

quit times of employees so that the flows into or out of the

workplace are spread more evenly; and

3. Shortened Work Week , which involves workers spending fewer days,
but more hours-per-day , at the workplace.

In light of the success experienced in other parts of the county, wide-
scale adoption of AWS in the Chicago region theoretically appears to have
potential for "flattening" peak demand and thereby permitting more
efficient use of fixed transit facilities. Several issues should be

addressed, however, before AWS is touted as beneficial to public transpor-
tation in this region.

ISSUES

A. Private Sector Participation

B. Impacts on Services, Ridership & Revenue

C. Impacts on Operations

D. Targeting of Promotional Efforts
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ISSUE A

PRIVATE SECTOR PARTICIPATION

Issue Description

Clearly, a wide-scale shifting of workers' starting and quitting times is

not going to occur just because RTA determines that such a shifting would
benefit transit. Assuming that RTA determines that transit would benefit
from such a shifting, RTA must then provide incentives to the private
sector entities that would make the decisions to shift. To provide
effective incentives RTA must know what motivates workers and employers,
and know what attributes of AWS might appeal to such motivations. Given
such knowledge, RTA would have to develop a program for promoting AWS
among workers and employers and have some advance assurance that response
to the program would be great enough to have an impact on peak travel
demand.

Status

Preliminary work has been done by the City of Chicago Planning Department
(1979) in the form of attitudinal surveys of major downtown employers and
their employees. Worker response appears to be enthusiastically in favor
of AWS in general and comparisons of actual start times versus preferred
start times shows real potential for major demand shifting. Employers
have supported the concept when surveyed, citing the possibilities for
improved morale and productivity, reduced absenteeism, and more efficient
use of workplace facilities (office buildings have peaking problems too).
Many studies throughout the nation have yielded similar findings. The
question that arises, however, is this: If AWS is so beneficial for pri-
vate industry, why hasn't industry been more aggressive in making the
change on its own? In Chicago, RTA engaged in fairly lengthy discussions
with representatives of the Chicago Association of Commerce and Industry
about the potential for AWS (1980, 1981). In spite of the positive
expectations voiced by both sides the issue has not been pursued. Part of
the reason was an intensive implementation study promised by the City of
Chicago Department of Public Works (1981), which appeared likely to answer
remaining questions. The study was slow in getting underway and now
appears to have narrowed its scope primarily to CTA operations and issues
related to targeting specific downtown employers. Results are expected in

June, 1984.
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Options

With respect to promoting private sector involvement, RTA could take
several actions:

1. Wait for the private sector to adopt AWS on its own, with or
without prodding from other public bodies (e.g. the City), and
then gradually adjust transit schedules to meet the changes in

demand distribution.

2. "Soft" promotion of AWS, possibly involving ad campaigns, en-
couragement of AWS in public statements, use of off-peak
discount fares or other incentives.

3. "Hard" promotion of AWS, involving aggressive pursuit of indi-
vidual employers, selling them on the benefits they are likely
to experience. RTA could provide, directly or through a third
party contract, technical assistance to employers for
establishing an AWS option at each individual company.

The options outlined above involve progressively more effort and, it
should be noted, more risk in terms of RTA's leadership reputation. An
aggressively promoted program that fails to produce expected benefits
would be embarrassing, particularly if employers made costly commitments
that benefited neither the workplace nor the transit system.

Selection of any option must be based first, on a fairly high RTA cer-
tainty that the system will benefit from peak-hour spreading and then, on
the active participation of a core group of major employers who are
willing to take a stand on benefits likely to be experienced by their
peers in the private sector.
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ISSUE B

IMPACTS ON SERVICES, RIDERSHIP & REVENUE

Issue Description

Several issues with respect to AWS' impact on services need to be recog-
nized:

1. To the extent that spreading of peak demand actually occurs,
does this imply an ultimate reduction in the frequency of peak
period service relative to that provided under current condi-
tions?

2. Particularly with respect to commuter rail, does spreading the
peak interfere with the ability to provide express services?

3. Will peak-spreading reduce the viability of services that are
somewhat dependent upon the peaking phenomenon to be productive?
(e.g. feeder bus service, some local bus routes, reverse
commuter services).

4. Particularly if reduced off-peak fares are used as part of an

incentive program to promote AWS, what are the likely impacts on

ridership and revenue?

5. To the extent that wide-scale use of AWS is adopted by

employers, might this not encourage the use of autos by those
who are permitted by their new schedule to "beat the rush-hour"?
Is it therefore necessary to coordinate an AWS program with an

examination of policies regarding parking supply and fees?

Status

Most of these issues have been raised in the past, although answers to the

questions raised seem to have been based on "gut feelings" of knowledge-
able staff rather than upon documented technical analysis.

Options

The issues above must be studied in detail if RTA is to make an informed
judgement with respect to the feasibility of AWS as a tool for improving
transit operations efficiency. Serious investigation at the staff level

is only likely to take place within the context of firm direction from top

management and policy-makers.

Reduced off-peak fares may be viewed as a means to flatten peak hour
demand and an incentive to AWS. The impacts on ridership and revenue
should be carefully examined prior to full-scale adoption of such a

policy. A small scale (possibly a single line) demonstration project
would appear appropriate.

v_
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ISSUE C

IMPACTS ON OPERATIONS

Issue Description

Three questions are pertinent with respect to AWS' potential impact on

transit operations:
,

1. If peak-spreading is successful, implying longer in-service

periods and consequently shorter "free" time for both vehicles

and equipment, are the maintenance activities that ordinarily

take place during midday going to be constrained?

2. To what extent can commuter rail service be expanded into the

post-morning-peak or pre-evening-peak periods without encounter-

ing conflicts with rail freight traffic?

3. Will longer in-service periods prevent the use of split shifts

for operating personnel such as bus drivers or train con-

ductors?

Status

With respect to the question on maintenance, discussions between the RTA

Planning Office and Rail Operations in 1981 concluded that maintenance

scheduling for commuter rail might actually be improved with AWS due to a

more gradual arrival of equipment at near-in yards for midday maintenance.

While there is no documentation of similar discussions with bus operating

personnel, the conclusions are likely to be similar.

Rail operating personnel also felt that freight conflict would not be a

problem due to the evidence that shifting of the peak demand would occur

in the direction of earlier morning periods rather than later periods.

RTA studies of AWS have not documented the prevalence of split shifting as

either an actual or potential practice, so this issue is unresolved.

Options

To arrive at definitive answers to all these questions, a hypothetical

"distribution of demand under AWS" can be developed and provided to bus

and rail operations analysts for study. The scope of a study of impacts

on operations could range from a quick and informal polling of the

operators opinions to a more rigorous analysis whereby actual maintenance

and staffing schedules could be developed corresponding to hypothetical

new time distributions of service.
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ISSUE D

TARGETING OF PROMOTIONAL EFFORTS

Issue Description

A decision to promote AWS need not involve an all-or-nothing approach.
The combined facts that certain geographic areas attract especially high

proportions of work trips and that some geographic areas are uniquely
associated with the provision of a particular service makes it possible to

target AWS promotion. Several factors may make targeting desirable:

1. Uncertainty about the potential for success in an AWS promo-

tional effort may dictate the need for a pilot program to gain

additional facts about AWS' viability, either from the perspec-
tive of the transit system or employers.

2. Somewhat related to the previous point, a successful partial

implementation of AWS may make later wide-scale promotion

easier.

3. Particularly in the case where RTA adopts the role of aggressive
promoter of AWS, limited resources may dictate a step-by-step
approach.

4. Depending on the resolution of issues regarding AWS' impacts on

services or operations, it may be evident that certain modes,
routes, or operating practices may not benefit, or may actually
be harmed by, a flattening of peak demand.

Status

With respect to suburban bus services, service planners have a pretty
thorough knowledge of what companies dre being served by particular routes

and, often, the relative contribution of the company's workers to overall

route ridership. Company-route matching of this type is not possible for

commuter rail, although taken as a whole the commuter rail system is obvi-

ously matched with the Chicago CBD as an employment location. Regarding
CTA rapid transit, the City of Chicago AWS study is currently matching

large employers with particular downtown rapid transit stations, with an

eye toward targeting stations, rather than service per se, for AWS bene-

fits.

Options

Decisions to target particular services for AWS benefits would basically

be linked to decisions on how to promote private sector involvement. The

more active and aggressive RTA chooses to become in promotional efforts,

the more desirable and feasible targeting becomes.
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TOPIC 4

RTA/SERVICE BOARD RELATIONSHIPS

Topic Theme

The recent RTA reorganization legislation results in a shifting of

responsibility for the development of plans for transit operations in

northeastern Illinois. RTA will retain authority for such items as budget

definition, farebox recovery targets, service coordination, regional

system goals and long range planning. The Service Boards will be respons-

ible for budget compliance, performance analysis, detailed service plans

and operating programs.

The purpose of this plan topic is to identify the various relationships

that are possible between the RTA and the Service Boards. While much

authority will be delegated to the Service Boards, RTA must ensure that

service is provided in a comprehensive, cost-effective manner that avoids

duplicative elements but yet accomplishes regional service goals.

Specific Issues

A. Level of RTA Involvement in Operating Program Development

B. Use of RTA Budget Authority
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ISSUE A:

LEVEL OF RTA INVOLVEMENT IN OPERATING PROGRAM DEVELOPMENT

Issue Description

Annually, One and Five Year Operating Programs are prepared which outline
the transit services to be provided in the region. Historically, this
Program has provided detailed information on new or improved services as

well as service reductions or eliminations. The Program was reviewed with
the public at a series of hearings and with elected officials and regional
leaders at additional meetings. Based on the hearings and reviews, the
RTA Board made revisions to the Program and adopted a Budget which in-
cludes funds for the services outlined in the Program (including the
improved or reduced elements).

The reorganization of RTA will result in a change in the process outlined
above. RTA's responsibilities will be much more general, related to; bud-
get levels, service coordination, regional goals and long range planning.
On the other hand, the Service Boards will be responsible for the develop-
ment of detailed plans for provision of service and adherence to
prescribed budgets.

The reorganization legislation mandates that Service Boards prepare
operating programs and submit them to RTA. RTA then prepares an overall
document summarizing the programs of the Service Boards and holds public
hearings. The issue which is unclear is the degree of involvement which
the RTA Board and staff should have in the development of the Service
Board operating programs.

'

f

.

Status of RTA Efforts

As outlined above, RTA currently prepares the operating program. The
level of RTA staff involvement is great for commuter rail and suburban bus
services and less for CTA services. For commuter rail and suburban bus,
the planning efforts range from initial feasibility studies and subarea
transit plans through detailed operations and implementation efforts. The
initial feasibility and subarea studies form the basis for the service
changes outlined in the Operating Program. For CTA, the RTA effort is
more limited with RTA and CTA staff working to ensure that services are
coordinated and accomplish regional goals. However, RTA staff involvement
in the development of CTA's Operating Program is normally limited to areas
of interface with Suburban Bus and Commuter Rail services.
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For Suburban Bus and Commuter Rail this work is coordinated by RTA's

planning staff. Once a program is adopted, the final details of service

changes are prepared by Bus Division and NIRC staff. Therefore, presently
RTA planning staff provides the service framework: service type, corri-

dors to be served, hours of service, activity centers to be served, etc.

and the staff of the Bus Division and NIRC prepare the details of how to

implement the Program.

Options

It is clear that certain functions fall to RTA and others to the Service

Boards. Long range/ regional planning appears to be one that would con-

tinue to be an RTA function. On the other hand, detailed operations

planning will be a Service Board responsibility. This leaves the function

of annual Operating Program development in the area where both RTA and

Service Boards need to be involved.

RTA must be involved because it has a mandate to ensure a rational

coordinated system of services in northeastern Illinois. The Service

Boards have the responsibility to operate services which meet budget

limitations and farebox recovery ratios imposed by RTA, therefore, they

must have heavy participation in the development of the plan for services.

The following options present alternatives for RTA/Service Board relation-

ships .

1. RTA could take a "hands-off" policy. In this case, RTA would

establish annual budget levels for each Service Board but would

have no involvement in determining operating programs provided

budget levels were met.

2. RTA could take a "review and comment" position. In this case,

RTA would have little involvement in the preparation of the

operating programs of the Service Boards but would take an

active role in reviewing the programs to ensure regional goals

are being achieved and that service is being provided in a ra-

tional cost-effective manner. This relationship would be
^^ similar to what currently exits between RTA and CTA. If this

option is to be viable, RTA must be able to exercise some form

of sanctions to ensure that their "comments" are adopted by the

Service Boards. (Use of RTA budget authority is discussed in

the next issue paper).

3. RTA could continue to provide overall framework guidance to the

Service Boards. This would be very similar to the relationship

that exists currently between RTA planning. Bus Division and

NIRC. RTA would define service corridors, hours and type.

Service Boards would implement those RTA mandated services.
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RTA could become an active participant in the development of the

operating program. In this case, RTA would define certain goals

and objectives for the operating programs. These would be

derived from RTA's long range planning efforts. The Service
Boards would then prepare Operating Programs which conform to

RTA's goals.

RTA would take the lead in the development of sub-regional tran-

sit plans but Service Boards would be members of a "team"

concept and would have primary authority for decisions affecting
their services. RTA would take on the role of organizer and co-

ordinator but would leave detailed decisions to the Service
Boards.

As with option 3 above, RTA must have some form of sanction if

this option is to be viable. It must also have some form of

"reward" for Service Boards that are willing to take on services
which RTA may feel are important from a regional perspective but

may not be consistent with a Service Board's budget or farebox
recovery levels. (See next issue paper).

Responsibil ities '

The RTA Board must determine which approach is most consistent with the
reorganization legislation and sound budgetary, planning and operating
practices. Once an approach has been defined, RTA must adopt policies for

sanction and reward that are consistent with the approach taken.

A formal Operating Program Development Procedure must be prepared and
adopted by RTA and the Service Boards. This procedure would clearly spell

out the relationship between RTA and the Service Boards and among the
various Service Boards.
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ISSUE B:

USE OF RTA BUDGET AUTHORITY

Issue Description

An issue which is related to the level of RTA involvement in operating
program development is the potential use of RTA budget powers to ensure a

transit system which meets regional goals. The reorganization legislation
clearly gives RTA a regional financial oversight role and the power to

establish funding levels, budget limitations and farebox recovery require-
ments for the three Service Boards. The Service Boards have the authority
to develop budgets which meet the various RTA mandates and the obligation
to monitor expenses and revenues to assure budget compliance.

The legislation establishes a method for distributing locally generated
sales tax receipts to the three Service Boards and RTA. However, it gives
the RTA Board the power to establish a method for distributing the Federal

operating assistance (currently about $60 million) and the State financial
assistance (about $80 million). Thus RTA has direct control over a sub-

stantial sum of money, which it may allocate to the Service Boards as

required or as it sees fit.

Given that RTA may have certain regional goals for the transit system, two

questions arise concerning the distribution of these funds. First, should
RTA use these budget controls to attempt to influence the Service Board
operating plans and programs? Second, should RTA adjust budgets and fare-

box recovery targets to allow Service Boards to provide services which
although desirable would not otherwise be financially feasible?

Status of RTA Efforts

Historically, RTA has had direct contact with the various carriers to

determine their budget requirements. Since RTA developed the operating
program, it was able to adjust budgets to ensure adequate funding to allow

desirable services to continue or to be implemented.

The legislation has greatly reduced RTA contact with the carriers and

shifted this responsibility to the Service Boards. The degree to which

the RTA will adjust Service Board budgets to ensure conformance with its

regional goals and to allow funding for desirable services is the topic of

this issue paper.
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Opti ons

The degree to which budget authority is utilized by

services provided by the Service Boards is strongly ti

chosen for RTA inolvement in the development of Service
programs.

RTA to influence
ed to the option
Boards' operating

1. One option would be for RTA to adopt a "hahds-off" approach. In

this case, RTA would determine funding targets for each Service
Board and as long as budgets were submitted which met the tar-

gets no further action would be taken.

2. A second option would be the addition of sanctions and/or re-

wards to the concept outlined in #1 above. This would allow RTA
to "adjust" Service Boards budget requests if certain defined
goals were not met or if the Service Boards were able to provide
supplementary services that RTA found highly desirable.

3. The third approach would be the establishment of an RTA discre-
tionary reserve fund to pay for services that RTA deems
important but that Service Boards might not be able to provide
under normal budget levels. For example, if RTA deemed the con-
tinuation of bus service in XYZ County important from a regional
perspective but such service would fall below the farebox re-
covery cutoff used by the Suburban Bus Board, RTA could fund
such service separately from the Suburban Bus Board's budget
(the overall RTA fifty percent farebox recovery ratio must still
apply).

A second example might be the provision of special services for the
elderly and handicapped. These services may be highly desirable from an

overall RTA perspective and may in fact be mandated by the Federal govern-
ment. However, it is quite possible that these servics could not be
provided within the required farebox recovery requirements. In this case,
RTA could establish a separate fund to pay for such services and appeal to
the State Legislature to have the farebox recovery requirement waived for
such services.

Responsibi 1

i

ties

As with involvement in the operating program, the RTA Board must first
decide on the appropriate course of action and then move to adopt
procedures which will allow the process to be implemented.
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TOPIC 5

DEFINITION OF PRIVATE SECTOR ROLE

Topic Theme ''.
>

.

The private sector plays an important role in the provision of public
transportation in the northeastern Illinois region. Much of that

transportation, such as taxis and private commuter buses, is unsubsidi zed

and therefore not subject to RTA control. RTA's ability to control the

role of the private sector is limited to decisions as to whether public

or private operators are selected to provide needed services. Thus, the

options available to substantially change the private/public relationship
involve: 1) replacing publicly provided services with private services;

and 2) replacing privately provided services with publicly provided
services.

Historical Perspective

In the past four decades, the northeastern Illinois region has experi-

enced an almost complete shift from private to public provision of mass

transportation. In 1945, all means of mass transportation in the region

were privately owned and operated. In the ensuing years, these privately
owned rail and bus companies found it increasingly difficult to first

meet capital and then operating costs from fare revenues. By the early

1970's it had become clear that the region's commuters would soon face

sharp fare increases coupled with service reductions if publicly provided
operating funds were not forthcoming. In 1974 the Illinois General

Assembly created the Regional Transportation Authority and granted it the

taxing powers to provide such funds.

Current Private Sector Involvement In Mass Transportation Provision

The private sector is involved in all aspects of mass transportation
provision in the northeastern Illinois area.

An important role is provided by private unsubsidized companies. Types

of services provided by the group includes charter bus, school bus,

taxicabs, limousines, private commuter bus, and jitneys. There are

approximately 650 companies in the business.

Another important role is provided by private companies which are

essentially not transportation providers. Private companies were instru-

mental in the creation of public agencies such as RTA and Chicago Urban

Transportation District (now dissolved). The support continues as shown
by the recent active roles of the Metropolitan Housing and Planning
Council, the Chicago Central Area Committee and the Chicago Associaton of

Commerce and Industry, in RTA legislation and other public transportation
issues. Private companies, acting individually, also assist in mass

transportation provision by sponsoring carpools and vanpools, providing
employee bus passes at reduced cost, providing shuttle bus service, and
providing shelters at bus stops.
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A number of private companies receive RTA operating and capital funds for

providing mass transportation. Some of these companies are extensive

providers such as the Chicago & North Western and Burlington Northern

railroads. The RTA also funds bus companies to provide suburban service.

Virtually all commuter railroad bus feeder services implemented by RTA

are provided by privately owned contract carriers. Also, RTA heavily

utilizes private providers in its paratransit program.

The RTA uses a private company, American Transit Enterprises, to manage
suburban bus companies it has purchased. This company provides day-

to-day management of the format West Towns, Waukegan, Suburban Transit,

and South Suburban Safeways companies under RTA pal icy direction.

Private Sector Role In Other Metropolitan Areas

There are differences between the private/public relationship in north-

eastern Illinois and other major metropolitan areas. These differences
are largely attributable to historical events and basic differences in

political structure. The RTA stands out as having the most consistent
policy in favor of using private providers. Some, like Boston, have

private operators for commuter railroad services but only experimentally
use private carriers for bus service. Others, like Houston, have made
extensive use of private bus carriers but only plan to do so until

sufficient equipment is obtained to allow the public agency to provide
the service. More detailed discussion follows regarding the New York

City and Los Angeles metropolitan areas.

The New York City metropolitan area does not have a consistent, unified
policy with respect to the role of the private sector.

The subway system, commuter railroads, and most bus services are publicly
owned and operated. However, bus service in the borough of Queens has

historically been provided by private operators. Public funds continue
to be provided for these private services although subsidy requirements
do not differ significantly from publicly operated bus service. Also,
some State funding of private bus companies has occurred in New York
City's suburbs. This resulted from local bus companies being able to
meet the requirements of a New York State program funding intercity bus
services. This program is now being reviewed for the purpose of

eliminating such funding from routes duplicating commuter rail services.
Additionally, the Transit Authority is experimenting with replacing a few
publicly operated express bus services with private services.

The Los Angeles metropolitan area also has lacked a consistent, unified
public policy with respect to the private sector. By far the largest
public operator in that region, the Southern California Rapid Transit
District, was prohibited by State law from entering into contracts with
private carriers. This law was recently changed to allow this to occur.
The major funding agency, the Los Angeles County Transportation Commis-
sion, is urging the District to consider using private companies.
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The District must renegotiate the labor union contract, among other

hurdles, before this can occur. Municipalities in California are allowed

to contract with private operators. Some municipalities in the Los

Angeles area have contracted with private companies to provide paratran-
sit services.

Specific Issues

Private Pro\

Publ ic Acqui

Asset Acqui sition)

1. Private Provision of Service
2. Public Acquisiton of Private Assets (discussed elsewhere in Capital
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ISSUE

PRIVATE PROVISION OF SERVICE

Issue Description

Increasing the role of the private sector in the RTA region would involve
a policy decision to substitute private services for public services.
The issues involved remain the same whether private replaces public
during periods of low demand during the eving or high deman rush hour
service. The rationale for doing so would be if comparable service could
be provided at less cost to the public. A detailed analysis of marginal
costs for current public provision of specific service would need to be
developed. For large carriers this would be a formidable task. This
cost could then be compared with bids of private carriers for these
services. This basic cost information must then be considered in the
context of the following:

Costs - If the publicly provided service is less expensive than
privately provided service, then there is no purpose in changing
operators. If private providers' bids are lower than the cost of
providing the existing service, then the issue is whether the
difference is substantial enough to warrant the change. Costs for a

new operator's start up activities and for reducing operations of an
existing carrier must be considered. A long-term consideration is
that a substantial increase in the use of private providers could
result in their being subject to strong worker pressure to receive
wages and labor protection more comparable to those received by
unionized public transit workers. Conversely, transit unions are
likely to be increasingly pressured to allow hiring of part-time
workers as a means of controlling costs.

Comparability of Service - If identical service (equipment, reliabi-
lity, safety, driver training, etc.) would not be provided, the
first issue which must be addressed is whether the difference in
service is acceptable. If significant safety or reliability ques-
tions are involved, it is unlikely that a public agency could
justify changing operators regardless of cost. If the service is
found to be acceptable but of lower quality, then an assessment must
be made as to how important that difference is relative to the
cost.

Labor Issues - Any replacement of public providers with private
providers is likely to be objected to by the unions under UMTA 13(c)
and labor contracts. This could affect costs if labor protection
payments are required. Additionally, this could result in substan-
tial litigation expense and possible work stoppage.
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Options

1. Increase private sector service provision as a policy decision.

2. Describe private sector service provision as a policy decision.

3. Respond to private sector service provision on the basis of

cost-effective evaluation.

Responsibil i ties

Each service board will be responsible for its own service contracts

including those with private enterprise. RTA would assume responsibility

for overall policy direction in this regard as appropriate.
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COMPONENT D

TRANSIT NEEDS OF SPECIAL CONSTITUENCIES

Component Theme

Determining transit needs of special groups such as handicapped, elderly,

minority, and economically disadvantaged persons, and meeting those needs with

adequate public transportation at a reasonable cost, is often a complex,

difficult issue for providers of mass transit programs. In order to ensure

adequate transportation for these groups, federal regulations exist for

recipients of Urban Mass Transportation Administration (UMTA) assistance.

Many of the RTA's efforts related to these special groups have been dictated

by the federal regulations.

Major Topics

1. Handicapped and Elderly

2. Minorities and Economically Disadvantaged
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TOPIC I

HANDICAPPED AND ELDERLY

A. Current Requirements

A number of requirements related to public transportation for

handicapped persons are stipulated in the regulations issued by the

U.S. Department of Transportation (DOT), by the U.S. General Services

Administration, and by the State of Illinois. The current require-

ments and the RTA's response are summarized as follows:

1. The planning process must include "special efforts" to serve

disabled persons. It is up to local agencies to decide what

projects will result from this planning process. Examples of

acceptable efforts are:

expenditures equal to 3.5% of the Region's Section 5 grant

awards (if Section 5 money were eliminated, the previous

year's requirement would pertain).

purchase of only wheelchair accessible rolling stock until

50% of the fleet is accessible; and

a special service system that is capable of providing 10

round trips per week to wheelchair users.

The region has responded to this requirement through expendi-

tures on accessible services totaling well in excess of 3.5% of

the region's Section 5 funding. For Fiscal Year 1983 expendi-

tures totaled over $6 million compared to a requirement of about

$2.7 million.

2. Another requirement under the current regulations is that all

capital projects be subject to federal and state architectural

standards. These stipulate that all new construction must be

made accessible to elderly and handicapped persons and that

major rehabilitation must make facilities accessible unless

extreme structural difficulties or expenditures prevent it. The

RTA has, for the most part, strictly conformed to this require-

ment. In regard to rail station rehabilitation projects, due to

structural and cost difficulties, the RTA is developing a

"Commuter Rail Station Accessibility Plan". This plan

eliminates some stations from full accessibility, resulting in

80% of stations being made accessible.
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3. The regulations require that fares for the elderly and handi-

capped during off-peak times must be no more than 1/2 the
regular cost. The RTA has gone beyond these requirements by

providing the reduction for both peak and non-peak times and

also by being less stringent than the minimum criteria in

deciding el igibil ity.

4. Public involvement is required in the regulations although the

nature of this involvement is not stipulated. The RTA meets
this requirement primarily through involvement in the CATS

Mobility Limited Advisory Committee (MLAC) and public hearings.

B. Proposed Changes to Existing Requirements

In September 1983, DOT proposed new rules governing the provision of
transportation for handicapped persons. The proposed new rules,
mandated by Congress, are much more stringent than the current
regulations and stipulate that:

1. Within nine months of the final regulations, recipients must
have a plan for providing services to elderly and handicapped
persons. In order to be acceptable this plan must consist of
one of the following: 50% accessible bus fleet; system of

special services; combination of accessible bus, and special
service system.

2. Additionally, the plan must meet the following six minimum
service criteria: 1) same service ares as regular service;
2) same days and hours; 3) comparable cost for comparable trip;

4) no priorities for certain trips; 5) reasonable waiting time;
and 6) no waiting list.

3. A "cost cap", a ceiling on expenditures a recipient is not
required to exceed, is proposed in the event a recipient cannot
meet all six criteria without exceeding this cap. Two alterna-
tives are proposed for this "cost cap": 1) 7.1% of UMTA
assistance, ($17 million) or 2) 3.0% of total operating budget
($21 million). (Both amounts are based on Fiscal Year 1982
figures)

.

4. A more vigorous involvement of the disabled public is also
required.
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Issues Confronting RTA
' "'

'

1 . Issues Related to Proposed Rules

If dot's final regulations closely resemble the proposed ones,
is it likely that the public transportation industry will

challenge them in court? This was accomplished successfully
with a stringent set of 1979 regulations.

If the final rules closely resemble the proposed rules, a number
of issues are raised:

- The proposed regulations require a 500% - 600% expenditure
increase to meet the "cost cap." This increase, however, is

not accompanied by increased federal funding. How will the

increased funding requirements be met? What impact will

greater expenditures have on the 50% farebox recovery ratio

requirement?

- The RTA will be required to meet six minimum service
criteria. To what degree should the RTA pursue the policy of

"mainstreaming" (making general services and facilities
accessible to the elderly and handicapped), maintain a system
of special services, or have a combination of both? If a

paratransit option is pursued, service must cover the same
service area at the same time, and at a comparable cost for a

comparable trip, as regular service. This would represent a

major expansion of paratransit services. Alternatively,
meeting the criteria might imply accessible rail and bus

service, thereby raising controversial technological and

policy issues.

- If a paratransit option is chosen, how is user eligibility
determined? One significant issue is eligibility for the

mentally handicapped.

- What will be the nature and scale of public involvement,
especially given a recent court settlement requiring the RTA

to expand public involvement? How will the disabled attend
meetings or hearings if public transportation is not accessi-
ble?

If dot's final regulations are not as stringent as the proposed
ones, e.g., if the "cost cap" is greatly reduced to approximate-
ly the expenditure level that currently exists, the RTA will

probably have to face the situation where community demands will

go beyond the Federal requirements. The RTA is currently
undergoing pressure from the handicapped community and the

courts to address problems such as long-haul accessible service.
The major issue in this case would become, to what extent does
the RTA go beyond Federal requirements and set its own goals?
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2. Issue Related to the Reduced Fare Program

Should the RTA continue to give discounts to elderly and
handicapped persons during both peak and non-peak times?

D. Responsibil ities

1. The Interim Board should adopt a resolution supporting a
handicapped accessibility plan.

2. An Interboard Committee should be created comprised of two
representatives from the RTA Board and two representatives from
each of the Service Boards.

3. One of the first items for the Rail Service Board should be to
review criteria for making commuter rail stations accessible.-
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TOPIC II

MINORITIES AND ECONOMICALLY DISADVANTAGED

A. Current Requirements

Regulations to insure that minorities and economically disadvantaged
persons are not adversely impacted by the transportation delivery
system stem from Title VI of the Civil Rights Act of 1964. In order
to ensure compliance with these regulations a report must be
submitted to UMTA annually by the RTA.

The Title VI regulations require the following:

Profile of Service Area

A map is required of the region with overlays showing:

population in the region broken down by ethnic group;

population in the region broken down by income;

areas with percentages of persons with no automobile in

excess of the SMSA average;

major institutions and industrial centers such as

hospitals, colleges, shopping centers, municipal buildings,
police stations, public aid agencies, major industrial
parks; and

the public transportation system including commuter rail,
bus routes (regular, express, and feeder), maintenance
facilities, and construction projects.

This profile of the service area is a starting point from which
the following analyses are made to determine whether minorities
and economically disadvantaged persons are being discriminated
against in regard to public transportation.

Fixed-Facility Impact Analysis

If an agency intends to apply Federal funds to construction
projects an analysis must be conducted showing potential impact
of the projects on the minority population. This impact
includes changes in physical space, and how this might affect
housing and businesses in the area, and negative environmental
impacts such as increased pollution.
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Distribution of Service

- Vehicle Assignment

Information must be submitted listing vehicle assignment,
including number of vehicles and average age of vehicle
assigned to each route during peak and midday service. The
latter is required to assure that older buses are not
disproportionately assigned to less affluent areas. A load
factors analysis must also be conducted listing availability
of seats on each route to ensure that overcrowding does not

occur disproportionately in minority and less affluent areas.

- Impact Analysis/Service, Fare Changes

When changes in service or fares are proposed an analysis is

required to determine the impact on minorities and economi-
cally disadvantaged persons. If it is determined that the
change will have a negative impact, e.g. if a proposed
elimination of service is a minority group's only means of
transportation to employment or a hospital, an attempt is
made to correct the situation. In the case of a service
change, a modification might be made of another route so that
accessibility is maintained.

- Accessibility Comparison/Sample Impact Tract Analysis

The guidelines require that an accessibility comparison study
be conducted to determine equity in the distribution of
transportation services. This is done by measuring
accessibility, as defined by travel time, from a sample of
minority and non-minority residences for various trip pur-
poses. The comparison shows the percent of minority and
non-minority persons who can travel to categories of trip
destinations within a "standard" travel time.

Public Involvement

Public input is required when major service and fare changes
are proposed. This input is obtained through public hearings
as well as various community organizations and advisory
committees.

B. Issues Confronting RTA

The RTA has met all the standards required in the regulations for
minority and economically disadvantaged persons. It is extremely
important to continue meeting these standards, not only to receive
federal funding, but also to ensure that these transit dependent
persons are not denied access to the system.
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One issue currently confronting the RTA is that many businesses have and are

continuing to relocate from Chicago to areas of the region remote from the

labor pool. This is especially significant for minorities and economically

disadvantaged persons who may find it difficult to move near their place of

employment for racial and economic reasons. The travel needs of those employed

in the suburban area are being investigated through the Regional Transit Needs

Assessment (RTNA) project discussed previously in this element of the Strategic

Plan.
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PLAN ELEMENT III

CAPITAL PROGRAM PLANNING

I '•),

Element Theme

The major objectives of the capital program must be to assure moderniza-

tion of the region's public transportation system, and to maintain

equipment and facilities which are safe, efficient and reliable through a

combination of rehabilitation and improvement projects. Important

elements of capital planning include: developing policies for acquiring

and divesting of assets or facilities; defining criteria for programming

improvements; and identifying strategies for maximizing federal funds.

Major Components

A. Capital Asset Acquisition

B. Divesting of Facilities

C. Program Development
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COMPONENT A

CAPITAL ASSET ACQUISITION

Component Theme
.

.

The RTA was created to assure the continuation of mass transit in the six

county Northeast Illinois region. While it was intended to be primarily

a financial and oversight agency RTA has, by necessity, become an owner

and/or operator of two commuter rail lines. RTA owns and operates the

former Rock Island Commuter services, and operates the Milwaukee Road

commuter services.

The main issue to be addressed in this component of the plan is the

extent to which RTA should own and operate facilities. This is an

immediate concern due to the bankruptcy proceedings of the Milwaukee Road

and the imminent cessation of commuter service should RTA not act to

purchase the railroad. It is also an important issue due to building

pressure from other commuter rail lines for RTA to purchase their

commuter facilities.

The reasons for acquiring or assuming operating responsibility for

commuter rail services are to assure the continuation of service and to

protect the public investment made in the facilities. A third objective

in acquiring facilities is the reduction of operating expenditures. Each

proposed acquisition that RTA pursues should be thoroughly analyzed in

terms of meeting these objectives.

Major Topics

1. Milwaukee Road Acquisition

2. Chicago Northwestern and Illinois Central Gulf Acquisitions
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TOPIC I

MILWAUKEE ROAD ACQUISITION

Topic Description

The Milwaukee Road commuter rail operations encompass two lines serving
the North and Northwest areas of the Chicago region. The Milwaukee Road
North Line runs 49.5 miles from Chicago Union Station to Fox Lake; the
West Line runs 36.6 miles from Chicago Union Station to Elgin. An
extension of the West Line 3.9 miles from Elgin to a new station at
Almora in Kane County is programmed in the Fiscal Year 1984 Commuter Rail
Program. An extension on the North Line from Rondout to Gurnee along
existing right-of-way has been proposed for future implementation. There
are 40 existing stations on the North and West Lines (not counting Union
Station), two of which are due to be closed. Ridership on the Milwaukee
Road commuter system in November, 1983 totaled 660,282, an increase of
11,200 over November, 1982. Average weekday ridership is approximately
27,000. The average weekday trip length is 25.0 miles on the North Line
and 21.4 miles on the West Line. A total of 43 peak period trains are
operated weekdays on the two lines, with an additional 41 trains operated
during the off-peak. Rolling stock used on the Milwaukee Road commuter
lines consists of 24 locomotives, 42 bi-level cab cars and 74 bi-level
trailers.

On December 19, 1977 the Milwaukee Road filed a petition to reorganize
under the provisions of Chapter 13 of the Federal Bankruptcy Act. At
that time the Milwaukee Road was operating commuter service under a

purchase of service agreement with the RTA which expired in 1980. The
Milwaukee Road began a series of commuter fare increases which ultimately
totaled over 100% by July, 1981. As a result, by September, 1981
ridership on the Milwaukee Road commuter lines decreased by 41% over the
same period in 1980. The Milwaukee Road moved to shut down commuter
operations altogether. An emergency grant from the State of Illinois
kept operations running until the RTA and Milwaukee Road could finalize
an agreement whereby RTA took over commuter service.

On October 1, 1982 Milwaukee Road and RTA entered into two agreements
which permitted RTA to assume the operations of the Milwaukee Road
commuter service. RTA has assigned its rights under these agreements to
NIRC.

Under the terms of the Trackage Agreement, the RTA can provide commuter
service at least until December 31, 1984. If the Authority files an
eminent domain proceeding with respect to the commuter lines prior to
January 1, 1985 the Authority may continue to provide commuter service
until the earlier of December 31, 1988 or the date on which the RTA pays
the condemnation award in the eminent domain proceeding.
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In the event the agreement were to terminate, the Milwaukee Road would be
free to dispose of all facilities and properties not useful in the
provision of freight service, namely commuter lines and all facilities
attributable 100 percent to commuter class of service. The Milwaukee
Road was relieved of its legal obligation to operate commuter service
when the RTA assumed it on October 1, 1982 as stipulated in the
agreement. On numerous occasions the Milwaukee Road demonstrated its
desire and intent to be relieved of the obligation to provide commuter
service as it was considered a serious drain on the Milwaukee Road's
vital resources. The Milwaukee Road has pursued vigorously the disposi-
tion of assets not considered necessary to its freight operation,
including some properties in the suburban territory. There is every
reason to believe the Milwaukee Road will actively pursue the sale and
disposition of the commuter properties as quickly as possible to improve
its cash position and satisfy creditor obligations. Neither the Trustee
nor the Bankruptcy Court have any legal obligation to continue the
commuter service, or permit it continuance in absence of the Trackage
Agreement and/or eminent domain proceedings.

At least one of the bidders seeking to buy the Milwaukee Road rail

facilities through the Bankruptcy Court has stipulated in its acquisition
proposal that the Milwaukee Road was to rid itself of the commuter
service obligation. A second bidder has indicated that it would pursue
abandonment of the Milwaukee Road commuter lines. It is unlikely that a

buyer of the railroad would be willing to continue commuter service given
a strong impetus nationally for freight lines to divest themselves of
common carrier obligations.

The RTA appears, therefore, to have two options in regard to the
Milwaukee Road commuter service: to purchase the railroad or to abandon
service.

Abandonment of the Milwaukee Road requires a thorough analysis of the
effect on the region's transportation system as well as on other factors,
such as the social and economic consequences for the region and the
riders. The capacity of alternative service needs to be assessed as well

as the cost implications of increasing alternative service. Cost
considerations must include the fact that RTA has over $36.5 million
invested in capital improvement projects on the Milwaukee Road. If

commuter operations were to cease on the Milwaukee Road, the Authority
would be responsible for repaying the federal and state funding agencies
the unamortized value of these projects based on fair market value and

the stated life of the projects.

In analyzing the effects of buying the Milwaukee Road, the cost
considerations need to address the alternate uses of the capital funds
needed to buy the railroad as well as the effects on the operating
budget.
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It should be noted that options exist concerning what specific facilities

it would be necessary to acquire to continue service on the Milwaukee
Road. While the yards and stations are totally commuter operations and

would have to be acquired, the right-of-way is a joint commuter-freight

facility. Options include purchasing a partial interest in the right-

of-way, negotiating a perpetual easement allowing the RTA to operate
commuter service and maintain the track and road bed adequately, and

purchasing portions of the right-of-way. Condemnation is one of the

options available in pursuing the purchase. The staff does not believe
that this option is advantageous if the RTA is to purchase the railroad;

a negotiated settlement is preferable. An evaluation of bankruptcy
proceedings to date indicates that a court settlement could be far more
expensive than a negotiated settlement.

Status of RTA Efforts

The RTA must have two appraisals and a review appraisal done on all

facilities that would be acquired. All contracts have been awarded for

the appraisals on the two yards at Western Avenue and Fox Lake; the first
and second appraisals on each property are underway. The first appraisal
on stations and right-of-way is also underway.

The RTA has held numerous discussions with the Milwaukee Road concerning
purchase options and phasing the purchase so as to minimize the impact on

the capital program funding. Currently, an approved federal grant of $19

million is available for various acquisition purposes.

Staff has recently begun an evaluation of the effects of abandoning
service, and the effects on the operating budget if the railroad is

acqui red.

Options

1. The RTA Board should pursue the acquisition of the Milwaukee Road
commuter facilities through a negotiated settlement.

2. The RTA Board should pursue the acquisition of the Milwaukee Road
commuter facilities through condemnation.

3. The RTA Board should proceed to prepare the regional transit system
for the abandonment of the Milwaukee Road commuter services.
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Responsibil ities

Due to the impending December 31, 1984 deadline for the RTA to act, it is

presumed that staff should continue with the steps necessary for

acquisition while continuing to evaluate the consequences of purchase and

of ceasing service.

1. Continue to evaluate the costs and benefits of ceasing service.
Effects on the passengers, the region, the transit system, the

capital program, and the operating program should all be

considered.

2. Continue to evaluate the different purchase options. Continue
to negotiate with the Milwaukee Road to determine which options
are acceptable.

3. Complete the appraisal process to be prepared for purchase.

4. Negotiate an extension of the December 31, 1984 deadline for

condemnation. It is believed that this may be rejected by the

Milwaukee Road and bankruptcy court unless some good faith

effort towards the purchase of the railroad is made, such as

the purchase of the stations or the yards, prior to the

deadline is extended. The costs charged for use of the

facilities would be expected to go up to the deadline. Current

charges are artificially low since they were predicated on the

belief that the RTA would, in fact, purchase the railroad in a

t i ml y fashion.

5. Elect to follow condemnation proceedings and accept the price

as set by the court.

It is recommended that the RTA Interim Board pursue procedures 1 through
4 simultaneously and as quickly as possible. Continuing implementation

should be coordinated by the RTA Board with the Commuter Rail Service

Board. Procedure 5 should be reconsidered in August so that appropriate

action can be taken by December 31 if necessary.
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TOPIC 2

CHICAGO AND NORTHWESTERN AND

ILLINOIS CENTRAL GULF ACQUISITION

Topic Description

The Chicago and Northwestern Railroad (CNW) operates three commuter

lines: the North line runs 45.2 miles from Chicago to Winthrop Harbor;

the Northwest line runs 60.2 miles from Chicago to Harvard, with a 7.8

mile extension to McHenry; and the West line runs 35.5 miles from Chicago

to Geneva. Average weekday ridership on the three lines is over 77,000

passengers. There are 61 stations on the three lines, one of which is

scheduled to be closed.

The Illinois Central Gulf (ICG) Electric Mainline service runs 31.5 miles

from Chicago to University Park with two branch lines: the Blue Island

branch which is 4.4 miles long and the South Chicago branch which is 4.7

miles long. The ICG also operates a diesel line which runs 37.2 miles

between Chicago and Joliet. Average weekday ridership on the Mainline

and branches is over 38,000 passengers; on the diesel line average daily

ridership is approximately 950. There are 47 stations on the Mainline

and branches, three of which are scheduled for closure; there are 9

stations on the diesel line, three of which are scheduled for closure.

Each of the above railroads has proposed that the RTA purchase the

commuter facilities and services now operated by the railroads. Neither

of these railroads is in immediate danger of ceasing common carrier

service. The financial situation for the ICG is precarious, however, and

may be a cause for concern in the near future. IC Industries is pursuing

the sale of the ICG Railroad and potential buyers have stated that they

are unwilling to continue the commuter operation. The RTA Purchase of

Service agreement with the CNW has recently been amended to extend to

June 30, 1984; the ICG Purchase of Service agreement expires December 31,

1984.

The question arises as to whether there is sufficient reason to purchase

these two railroads. Major reasons for acquiring commuter facilities are

to assure continued service, protect capital investment and reduce

operating costs

.

The protection of capital investment is related, in part, to the goal of

assuring continued service. If service were to cease, the Authority

would be responsible for repaying the federal and state funding agencies

the unamortized value of improvements made to the facilities based on the

fair market value of the improvements and their stated life. The

objective of protecting capital investment, however, goes beyond the
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payback issue. If the railroad fails to adequately maintain the public
investment made in rolling stock and facilities, it is the Authority's
responsibility to assure that adequate maintenance takes place.

When evaluating the costs of operating a commuter line under ownership
versus non-ownership, it is important to consider the trends in negotia-
tions for recent and pending Purchase of Service agreements with the
railroads rather than past agreements. As the railroads become more
reluctant to operate commuter service, contract demands made by the
railroads are bound to become more costly. There is no limiting factor
in what a railroad can charge the RTA to operate under a Purchase of
Service agreement.

One cost that should not be overlooked in evaluating the cost of

purchasing railroads is the alternate uses of the capital funds to be

used in the purchase and the resulting effect on the capital program.

One further objective that needs to be assessed when considering the
purchase of railroads, is the ability to control the operation of the

commuter services. Under Purchase of Service agreements, the RTA may
decide on a course of action and request that the railroad follow
through. Day-to-day operational decisions are made by the railroad. If

the RTA disagrees with a decision, a meeting is held to discuss the
issue. Ownership of a railroad would give RTA much greater control of
operations. In terms of maintenance, RTA ownership would result in the
ability to schedule crews and equipment to do maintenance or capital
rehabilitation work based solely on the priorities of the commuter
operations and not on priorities based on the needs of the entire
rail road.

In terms of labor, ownership would allow the RTA to directly impact labor
policies rather than being in a position to simply accept a fait accompli
on labor negotiations as presented to the RTA by the non-RTA owned
railroads. Currently, with the railroads handling labor negotiations
there is little priority given to rules which may adversely affect
commuter operations since it is of such little significance compared to

their freight operations.

Status of RTA Efforts

The RTA has contracted for two appraisals on the CNW's M19A Yard and one

appraisal on the CNW's California Avenue Yard.* The CNW is particularly
anxious to divest of these facilities since they are 100% commuter
operations. The RTA's downtown yard plan calls for major maintenance and

repair of RTA's entire car fleet (except the ICG electric cars) at

California Avenue Yard. Routine maintenance and minor repair of CNW

locomotives will continue to take place at M19A under the yard plan.

''Two appraisals and a review appraisal are required for any purchase made
with federal and/or state capital grant funds.
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No further effort has been made to acquire CNW facilities. It should be

noted that if the RTA were to acquire CNW facilities, the acquisition
would likely include the stations and those yards which are 100% commuter
operations. Since the right-of-way is shared commuter-freight service,
options other than ownership are available. Options include purchasing a

partial interest in the right-of-way, negotiating a perpetual easement
allowing the RTA to operate commuter service and maintain the track and
road bed adequately, and purchasing portions of the right-of-way.

The RTA and NIRC staff have made a thorough inspection of the ICG
right-of-way to determine desirable boundaries for a purchase. The ICG

has made a purchase proposal to the RTA and offered to sell the
facilities on a time payment basis. The ICG Electric Mainline and branch
right-of-way is 100% commuter and would have to be acquired in total.
The diesel line is a shared line with freight predominating; only
stations would need to be acquired. The ICG yards and many of the
stations would be included in the right-of-way purchase due to their
locations within the right-of-way.

A set of ICG facilities separate from the right-of-way are the electric
substations which provide power to the Electric Mainline and its
branches. Seven of these facilities are owned by Commonwealth Edison and
one by ICG. The purchase of these facilities is being pursued as a

result of an understanding reached in 1982 between the ICG, Commonwealth
Edison and the RTA that the Authority intends to acquire the railroad's
interest in the electrical substations which provide power to the ICG
Electric Commuter Line. The agreement came about because of a 1974
Electric Service Agreement between ICG and CWE whereby CWE agreed to make
certain equipment modifications in the electric substations over a

ten-year period after which ICG could, for the payment of the cost of
these modifications plus other charges, take title to the substations.
CWE's purpose is to divest itself of DC operations. ICG has asked the
RTA to assume ownership and operation of these facilities to reduce
annual operating costs, as a step in its goal to divest the railroad of
commuter operations. The agreements expire June 1, 1984.

Options

1. The RTA Board should pursue the acquisition of selected CNW and ICG
commuter rail facilities as the need arises.

2. The RTA Board should pursue the acquisition of the entire CNW
commuter rail facilities.

3. The RTA Board should pursue the acquisition of the entire ICG
commuter rail facilities.

4. The RTA should not acquire any rail facilities unless the only
alternative is to cease service.
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Responsibilities

Presuming that more information is necessary to make decisions on the
matter of acqusitions, the following steps are all recommended, with
numbers 1,2,4,7 and 8 being top priority.

1. Evaluate the purchase of the two CNW yards in terms of
operating costs and control over operations.

2. Complete the appraisal process on the two CNW yards in order to

be prepared to negotiate for the purchase of the yards.

3. Keep the lines of communication open with the CNW regarding the
purchase of all commuter related facilities.

4. Continue to pursue the acquisition of the ICG substations in

order to assure continued service; complete the appraisal
process and continue negotiations.

5. Evaluate the costs and benefits of ceasing service on the ICG

and CNW lines in order to prepare for a possible bankruptcy.
Effects on the passengers, the region, the transit system, the
capital program and the operating program should all be

considered.

6. Evaluate the costs and benefits of acquiring the ICG and CNW
railroads. Consider the objectives of assuring continued
service, protecting capital investment, reducing operating
costs and gaining control over operations.

7. Initiate the appraisal process on the ICG facilities in order
to be prepared to negotiate a purchase agreement if necessary.

8. For both the CNW and ICG, evaluate at what point a purchase is

preferable to continued purchase of service agreements due to

excessive operating costs.

It is recommended that the RTA Interim Board pursue the necessary
appraisal processes for the CNW yards at M19A and California Avenue, and
for the ICG substations. The staff should pursue the cost/benefit
analysis concerning the acquisition of the other CNW and ICG commuter
rail facilities.

Overall Acquisition Options

1. The RTA/Service Boards should acquire facilities only when absolute-
ly essential to the continuation of adequate transit service in the
region.

2. The RTA/Service Boards should purchase facilities whenever an

operating cost reduction can be realized.
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COMPONENT B

DIVESTING OF FACILITIES

Component Theme

The RTA was created to assure the continuation of mass transit in the six

county Northeast Illinois region. While it was intended to be primarily
a financial and oversight agency, the RTA has acquired a variety of rail

and bus facilities.

The main issue to be addressed in this component of the plan is the point
at which the RTA should consider divesting itself of specific properties
and facilities. Over the years CTA has followed a practice of selling
property or facilities which are no longer necessary for operations. The
conditions under which ownership is no longer desired need to be

determined.

The reasons leading to the acquisition of commuter facilities include the
need to assure the continuation of service and to protect the public
investment made in transit facilities. A third objective in acquiring
the facilities is the reduction of operating expenditures. If these
objectives are not continually being met through an acquisition, con-
sideration should be given to divesting the Authority of the property.

Major Topics

1. Inventory of Facilities Owned by RTA
2. Costs/Benefits of Ownership and Divestiture of Commuter Facilities
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TOPIC I

INVENTORY OF FACILITIES

OWNED BY RTA

Topic Description

The RTA owns an entire commuter rail operation including rolling stock,
right-of-way, stations and yards; four bus operations including rolling
stock and garages; and a variety of other property including track
right-of-way, commuter rail stations, an electric substation, bus garages
(under construction), and bus loading areas.

The rail and bus companies owned by the RTA were acquired in order to
ensure continued transit service. They include the former Rock Island
commuter rail service, and the following bus companies: West Towns,
South Suburban Safeway, Suburban Transit, and Waukegan/North Chicago.
All of these services would have been halted if the RTA had not purchased
the properties and assumed operating responsibility.

All of the other facilities are owned as a result of RTA investment of
capital grant funds in improvements to the transit system. When
improvements are made to property not already owned by a transit company,
RTA as grantee purchases the necessary land and becomes the owner of the
facility constructed.

The third objective in acquiring property and facilities is to reduce
operating costs. A factor to be considered in determining whether to
divest of facilities no longer used is the revenue producing potential of
the property whether or not it is used in transit service.

As previously discussed, the RTA is examining the purchase of a second
commuter rail operation, the Milwaukee Road, in order to assure continue
service since the railroad is in bankruptcy and is no longer obligated to
provide common carrier service. The RTA is also considering the purchase
of other commuter rail facilities at the request of the railroads. Since
there is no immediate threat of loss of service on other rail lines,
these acquisitions are being analyzed on a cost/benefit basis. Property
acquisitions are currently being pursued for bus garage projects as the
implementation of the RTA's regional bus plan gets underway.

As the inventory of facilities owned by the RTA grows, it is necessary to
consider at what point ownership of a particular facility is no longer
necessary or advantageous to the Authority. Although the RTA's main
objective is to continue to provide high quality transit service to the
six county Northeast Illinois region, there may be a time when service on
a particular segment of a commuter rail or bus system is no longer
necessary. Guidelines need to be established to direct the Authority in

the disposition of the facilities if such facilities are under its
ownership.

Ill - 12



In the case of commuter rail stations owned by the RTA due to a purchase

of the facility from the railroad or the investment of capital funds to

build the station, there is the opportunity for a unique arrangement

whereby RTA owns the facility but bears minimal operating cost.

Ownership in these cases is required because RTA as grantee must answer

directly to the funding agencies for the facilities. However, the local

community can lease the station and take over maintenance responsibility.

The advantages to the community are that they can maintain the facility

in a manner corresponding to standards that apply to public buildings and

grounds otherwise owned or operated by the community. Where applicable,

the community may use the station facilities for community activities or

allow commercial vendors to operate in the station. The community is

entitled to the commercial revenues generated by the station.

When dealing with property RTA owns as a result of capital projects
funded by federal and state grants, the issue of "project life" enters

into any consideration of divestiture. As part of a grant application
RTA must identify the useful life of a project. If a grant funded

project no longer serves a transit need within the period of its useful

life, RTA as grantee may be responsible to the funding agency for the

unamortized value of the project cost.

Status of RTA's Efforts

The RTA's Legal Department prepares a brief inventory monthly of all

RTA's holdings; the Insurance Department maintains an inventory for

insurance purposes. Neither inventory is extensive.

The RTA is pursuing station leases to the community for all stations
owned by the RTA. The railroads have also been pursuing this option with
the BN being highly successful in this regard. There are 16 stations on

the BN which are either leased to the community or in the stages of
negotiating and/or signing the station leases.
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TOPIC 2

COSTS/BENEFITS OF OWNERSHIP OR

DIVESTITURE OF COMMUTER FACILITIES

Topic Description -

The three major reasons for acquiring transit facilities are to assure
the continuation of service, provide protection to the public investment
made in transit services, and to reduce operating costs.

Although the RTA is new to acquisition activity, the question arises at

what point should RTA consider divesting itself of property. It would
seem appropriate that such an analysis would follow a line of reasoning
parallel to the reasons for acquisitions. Also, as acquisition takes
place, each property proposed for purchase should be fully analyzed as to

costs and benefits, both monetary and non-monetary, and in terms of
meeting the three objectives. This is not a one-time responsibility but

should take place on a regular basis to assure that a property that does
not meet ownership objectives is no longer retained.

When considering an acquisition because of the threat of a cessation of
service, it is important to do a thorough cost/benefit analysis of both
retaining and ceasing the service. The cost/benefit analysis in this

case must consider non-monetary as well as monetary effects of both
options on the region as well as on the passengers and the transit
agency's budget. If acquisition is the selected option, the cost/benefit
analysis should be repeated at regular intervals in order to determine if

divestiture is appropriate with changing circumstances.

The protection of the public capital investment is an important
responsibility of RTA as a public agency. In cases where facilitities
funded through capital grants become the property of RTA, it is not

feasible to turn ownership over to another entity. The RTA is

responsible to the funding agencies for the facility and the retention of

the facility in transit service. The position of the funding agencies is

that there is no recourse for them if the facility is turned over to a

third party. Divestiture cannot be considered on these properties.

When considering an acquisition solely to reduce operating costs, a

straight monetary analysis can be made. To date, acquisitions have

considered operating costs but it has not been a dominant factor in

purchases. As railroads seek to divest themselves of commuter operations
without the threat of cessation of service, this type of analysis will

become more dominant. Properties acquired to achieve a cost reduction
should be analyzed on a regular basis to assure that ownership is still

preferable. One issue to consider when analyzing the ownership/divesti-
ture issue on a piece of property no longer used for transit purposes is

the revenue generating potential of the property.
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In the case of acquiring facilities due to the threat of cessation of

service or in order to reduce operating costs, the negotiated sale may

include parcels not essential to streamlined operations. Also, some

parcels may not be needed subsequent to a reorgnization that would take

place after acquisition. For this reason it is important that cost/bene-

fit analysis take place at regular intervals in order to determine if

divesture of portions of RTA property and facilities is appropriate.

Status of RTA Efforts . ., ,

Since there is little precedent for the Authority to divest of

facilities, no guidelines have been developed directing when divestiture
is to be considered or pursued.

Options/Responsibil ities

1. Divestiture of Facilities

- The RTA/Service Boards should retain ownership in existing
transit facilities.

- The RTA/Service Boards should develop a policy of continuing
review and divestitute of property as appropriate.

In certain instances, localities should be encouraged to

lease facilities that must remain in RTA ownership in order
to reduce operating expenses.

Since there is little precedent for the Authority to divest of

facilities, guidelines should be developed directing when divestiture is

to be considered or pursued. This analysis should be done in line with
each of the objectives established for acquisition. To assist in such
considerations, a detailed inventory of property and facilities should be

compiled which includes details of the acquisition and the reason for
acquisition.

The leasing of stations by communities should be pursued. When stations
are being rehabilitated or constructed, the community should be approach-
ed early in the design phase to discuss leasing the station. Any
facilities which would make this option attractive to the community
should be included.
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Ownership/Assignment of Facilities

A second consideration that must be addressed is whether RTA

should retain ownership in facilities, or assign them to the

Rail Service and Bus Service Boards as appropriate. Options as

to where ownership should reside are:

- The RTA Board should retain ownership in transit facilities.

- The Bus and Rail Service Boards should be assigned ownership
of transit facilities owned by the RTA.

In order to address this consideration, staff should prepare an

annotated inventory of real estate holdings. Staff should then
prepare a list of advantages and disadvantages of RTA ownership
versus ownership by the Service Board. The Interium RTA Board
should then make a recommendation to the permanent RTA Board
regarding ownership assignment of transit facilities as they

relate to the RTA and Service Boards.
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COMPONENT C

PROGRAM DEVELOPMENT

Component Theme

Northeastern Illinois now enjoys the benefits of having had strong
federal, state and local support for the transit capital improvement and
maintenance programs over the last several years which have made the
region's system fundamentally sound. Other cities with extensive mature
transit systems have deferred key maintenance and improvement efforts and
have faced virtual collapse of their services. The Chicago region, how-
ever, has maintained high quality service. The region has a solid base
of facilities and equipment on which it can build.

The transit capital program for Northeastern Illinois represents the in-

vestment of public funds to maintain, improve, modify and expand trans-
portation services. There is a strong interactive link between the
region's transit capital program and its financial and operating plans.
The region's financial and operating objectives determine which services
to continue, improve, expand, reduce or eliminate. At the same time, the
capital and maintenance costs of service options are factors taken into
account when developing the operating and financial plans.

With the passage of the legislation restructuring RTA, the approach to
program development will have to be modified. The region must develop
policies and procedures to assure continuity in capital investments, to
assure equity in allocation of resources among the Service Boards, and to
assure an appropriate balance between system renewal and expansion.

Major Topics

1. Criteria and Strategy for Program Development

2. Policies for Maximizing Federal Funds and Local Matching Funds

3. Grant Administration
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TOPIC I

CRITERIA AND STRATEGY FOR PROGRAM DEVELOPMENT

Topic Theme

The Northeastern Illinois six-county region served by the RTA includes
263 municipalities and 122 townships and has 7.1 million residents.

Public transportation for the area is provided by seven commuter rail-

roads, 23 suburban bus carriers, the Chicago Transit Authority and

numerous paratransit services. These all operate under the auspices of

the RTA either by contract, through subsidy agreements, or directly by

the Authority. The total replacement cost of this regional system has

been estimated to be $18 billion. Renewing, upgrading and in some cases

expanding this investment is the purpose of the RTA transit capital pro-

gram.

Development of the recommended $279 million capital improvement program

proposed for 1984 was guided by the following objectives:

° Continue to provide a safe and reliable transportation system

for both riders and transit employees.

" Reduce annual operating costs not only by making the system

more efficient but also by improving productivity.

o Maintain a replacement cycle for components of the system such

as buses, locomotives, rail cars and track in order to hold

down operating costs and to assure comfortable and reliable

service.

Upgrade or modernize equipment and facilities which are over-

aged or obsolete to assure efficient operations and attractive-

ness to the riders and communities served.

Provide new or expanded facilities where there is new demand.

The capital program is divided into four major categories which reflect

the four major components of the region's transit system - CTA bus ser-

vice, CTA rapid transit service, suburban bus and paratransit services,

and commuter rail service. In addition, there is a small program of

commuter railroad viaduct rehabilitation and parking projects in the City

of Chicago.

Decisions about program priorities are currently made and revised

throughout the planning and grants process. CTA and RTA continually

inventory their capital facilities to determine project priorities. This

inventory results in an annual transit program of capital projects which

is subject to public hearings before being adopted by the RTA Board. A
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regional "Program of Projects" is then approved through a federally man-
dated Transportation Improvement Plan or TIP. The TIP is endorsed by a

group of agencies including CTA, RTA, the City of Chicago, suburban
communities, representatives of government for each of the six counties
and the Illinois Department of Transportation which sit on the Chicago
Area Transportation Study Policy Committee. The TIP reflects federal

funding priorities for the region as a whole and links these to the level

of federal funding expected to become available.

Following adoption of the TIP, RTA and CTA submit applications to the
funding agencies -- the federal Urban Mass Transportation Administration
(UMTA) and the Illinois Department of Transportation (IDOT) — for a de-
tailed review and decision to fund. This grant development and review
process will become more complex in the future for two reasons. First,
both the RTA and IDOT will be providing local match for federal funds.
IDOT has been the primary local match agency over the last four years.
Second, the RTA project initiation and program review process will be

divided among three Service Boards rather than simply between RTA and
CTA. Whether RTA plays an active or a coordinating role in this process
is yet to be determined.

Specific Issues

A. System Expansion

B

.

Consol idations

C. Program Renewal of Plant and Equipment

D. Rehabilitation vs. Purchase or Construction of New Equipment,
Faci 1 ities.

E. Purchase of Private Transportation Services
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ISSUE A

SYSTEM EXPANSION

Issue Description ^

The need for system expansion is generally dictated by economic develop-
ment patterns (population/employment forecasts) and regional land use
plans. Studies of demographic movement and growth indicate the need for

transit infrastructure growth in response to these changes. Regional in-

volvement in corridor studies has shown potential in the Southwest and

Southeast corridors, Skokie Swift extension, and various inter-suburban
linkages which are discussed in the System Planning element of this docu-
ment.

Status of RTA Efforts

The FY84-88 Capital Program proposes two (2) system expansions. In FY84,

funds are proposed for the extension of centralized train control to

Almora on the Milwaukee Road West Line.

Future funding is proposed for the extension of the Milwaukee Road North

Line service from Rondout to Gurnee. A primary benefit that would be

provided by an extension is increased access to the existing densely
populated communities along that corridor and to the Chicago Loop. A

secondary benefit, the "multiple center benefit", would be provided by

initiating service to the growth areas of the Village of Gurnee, south-
west Waukegan and the Lakehurst Regional Center. Further, local (county,
municipal and regional) land development plans and programs supported by

existing infrastructure provide for high intensity residential and

employment opportunities within the corridor and directly adjacent to the

extension. Therefore, the extension of rail transit, if feasible, would
be supportive of regional development plans by promoting a more efficient
and livable environment.

There is a series of additional corridor studies, i.e., Skokie Swift

Extension, Southwest Corridor, mentioned elsewhere in this plan which

discusses long range objectives for system expansion.

Options

Priorities must be established for long term capital improvements relat-

ing to services identified through the strategic planning process.
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Responsibilities

The role of RTA vis-a-vis the three Service Boards in selecting system
expansion projects for implementation must be defined.

RTA's responsibilities regarding monitoring system expansion projects
must be defi ned.
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ISSUE B

CONSOLIDATIONS

Issue Description

In conjunction with the maintenance of rolling stock, rail maintenance
facilities and yards were reviewed. Routine maintenance and minor in-
spections will be performed at the yards where the equipment is stored
during the midday. Major maintenance for the entire locomotive and fleet
will be performed at centralized heavy repair shops.

In order to protect and properly maintain the RTA's tremendous investment
in bus rolling stock and equipment, adequate bus garage facilities are
needed. A major element to be considered is the way maintenance
activities are performed. Currently, maintenance activities vary greatly
from one facility to the next.

Status of RTA Efforts

The capital investments required for the rehabilitation of rail yards is

classified as a regional component in which functions, such as major
maintenance, which can best be centralized at one location, are being in-

cluded in the overall plan.

Based on an analysis of existing conditions and projections of future bus

fleet sizes, a plan for capital investment in bus garage facilities has
been developed. The plan, now being implemented encompasses a region-
wide approach which will provide levels of specialized equipment and
labor not possible in a fragmented system.

Because of the size and spatial patterns found in the region, RTA
developed an overall system plan with three different types of bus garage
facilities. The suburban area has been organized into four operating
divisions each containing one facility where major maintenance and cer-
tain administrative functions are centralized. Also within each division
are one to five inspection garages for overnight storage, servicing and
minor running repairs. Finally, one main shop facility is planned for
centralizing rebuilding of engines and transmissions and undertaking
major body work.

Options

Renewal, replacement, and relocation of transit support facilities is a

topic of shared concern to the three Service Boards. Determination of

the long-range disposition of station, storage, and vehicle maintenance
properties indicates need for the adoption of analytical measures as well

as the investigation of interagency shared-facility relationships.
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Responsibil ities

The roles of RTA and the three Service Boards in the development,
approval and maintenance of interagency and shared support facilities
must be categorized. Direction for interagency cooperation and con-
solidation where efficiencies can be realized must be provided.
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ISSUE C

PROGRAMMED RENEWAL OF PLANT AND EQUIPMENT
/(

Issue Description

A major objective of the capital program is to maintain a replacement
cycle for components of the system such as rolling stock and track work.

This is also true of buses and support facilities for the Region's

capital equipment.

Assessment of the age, condition and location of the huge area-wide
inventory of equipment and facilities is an essential aspect of determin-
ing both long-range funding and staging requirements. Completion of this

difficult and lengthy process should be logically followed by drafting of

a staged retrofit/replacement plan. Given the variety of elements, the

complexity of life-cycle interrelationships and the indeterminacy of

funding levels, infrastructure maintenance is perhaps the most complicat-
ed and least politically "glamorous" strategically defined concern.

Status of RTA Efforts

A preventive maintenance approach is generally used under which designat-
ed maintenance activities are performed at scheduled intervals. Some

benefits of this approach are higher equipment performance and

reliability, orderly operations due to the planned timing of equipment to

be removed from service, and extension of the life of the equipment.

This maintenance program is used by both CTA and suburban bus operations,
commuter rail, and CTA rapid transit.

Options/Responsibi 1 i ties

RTA can maintain this program of renewal which necessitates higher short

term capital expenses. This is due to the immediacy of expenses needed

to repair malfunctioning operating equipment and replace marginal equip-

ment whose efficient service life is past. Conversely, these capital

expenses may be deferred. Maintenance can be postponed. Replacement or

rehabilitation of marginal equipment and facilities can be delayed.
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ISSUE D

REHABILITATION vs. PURCHASE OR CONSTRUCTION OF NEW EQUIPMENT, FACILITIES

Issue Description

The first criterion for rehabilitation vs. purchase is the cost

effectiveness comparison which must consider whether the existing equip-

ment or facilities are deteriorated beyond economical rehabilitation.

Secondly, consideration must be given to population growth or movement

which leads to increased ridership or changes in ridership patterns and

overcrowding on existing rolling stock and at existing facilities.

Status of RTA Efforts

Since 1974 RTA has opted for both purchase of new and rehabilitation of

old. New locomotives and commuter cars have been purchased for Rock

Island, Milwaukee Road, Norfolk & Western, ICG Joliet Line and the

Chicago and Northwestern railroads. This rolling stock replaces equip-

ment which could no longer be efficiently maintained or provide comfort-

able service.

RTA is receiving initial delivery on 40 rehabilitated buses which have

already seen an average of 10 years service. Rehabilitation cost for

these buses is approximately $75,000 each. Replacement cost would be

approximately $150,000. Serviceable life for these buses is expected to

be extended 10 years.

Options/Responsibil ities

RTA should conduct evaluations regarding benefits of replacement vs. re-

habilitation with the appropriate course of action being pursued.

Policies regarding rehabilitation and replacement must be equitable

throughout the Region. The products of these policies must not favor any

one locality or ethnic, economic or racial group.
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ISSUE E

PURCHASE OF PRIVATE TRANSPORTATION SERVICES

Issue Description

Over the years RTA has purchased privately owned suburban bus carriers.
These include West Towns, Waukegan/North Chicago, Suburban Transit and

South Suburban Safeway. In addition, RTA has purchased the commuter rail

related facilities of the Rock Island following that railroad's bank-

ruptcy. The Authority will be required to address the issue of acquisi-
tion of several other railroads in the future.

When these types of purchases are made, they obviously limit RTA's

ability to expand or renew other elements of the system.

Status of RTA Efforts

RTA has purchased four bus companies and the commuter operations of one
railroad. An immediate issue currently being addressed is the filing of

eminent domain action to purchase the commuter related assets of the

Milwaukee Road before the December 31, 1984 deadline. The Milwaukee Road

issue is discussed in detail in the Capital Assets Acquisition section of

this strategic plan.

Options/Responsi bil ities

The allocation of limited resources must be decided. The Authority is

confronted with the option of discontinuing service where large invest-

ments have been made recently to serve thousands of people, or dedicating
scarce resources to purchase facilities which already exist.

Establishing priorities for elements of system purchase vs. renewal and

expansion is imperative. The direction of RTA regarding these activities
needs definition.
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TOPIC II

POLICIES FOR MAXIMIZING FEDERAL AND LOCAL MATCHING FUNDS

Topic Theme

Funding for the proposed capital improvement program is requested under
the Surface Transportation Act of 1982 which was signed into law January
6, 1983 by President Reagan. Title III of the new law is the "Federal
Public Transportation Act of 1982" which deals with public transporta-
tion. Matching capital funds are requested from the Illinois Department
of Transportation.

The new federal law established a Mass Transit Account in the Highway
Transit Fund which is funded by one cent from the additional five cents
to be collected from federal motor fuel taxes. The newly created Section
9 Block Grant Program allocates grant funds to urbanized areas by
separate formulas which relate not only to population but also to bus and
rail performance. A portion of Section 9 funds may be used for operating
assistance. Section 3 capital grants are funded from the Mass Transit
Account of the Highway Trust Fund and continue as a discretionary pro-
gram. In addition, limited Interstate Transfer funds are available.
Section 5 operating and capital funds were terminated at the end of FY83
in favor of the new Section 9 Block Grant Program.

Specific Issues

A. Federal Funding
,

.
.

B. State Funding and Lobbying Efforts '-,,
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ISSUE A

FEDERAL FUNDING

Issue Description

In its federal lobbying effort, RTA works in conjunction with the rest of
the transit industry through the American Public Transit Association to
influence legislation and UMTA administrative policy. RTA works directly
with UMTA during the planning and programming, grants application and

management processes. Perhaps most critical, however, is the development
of strong ongoing ties to the Illinois Congressional delegation which
champions transit objectives through the legislative and appropriations
processes, and potentially influences UMTA on a case by case basis in

matters involving administrative discretion.

Status of RTA Efforts

Because of the numerous factors affecting availability of funding during
any particular year, RTA has followed a practice of establishing two
levels of project budgets each year.

The first (Phase I) funding mark consists of an established federal
formula Section 9 program and discretionary Section 3 rail modernization
and bus capital funds. Estimated Section 9 funding is based on the pro-
jected northeastern Illinois share of the Northeastern Illinois/North-
western Indiana allocation as published in the Federal Register.
Estimated Phase I Section 3 rail capital funding is based on the north-
eastern Illinois region's historical average percentage of the federal
modernization appropriation. Estimated Phase I Section 3 bus capital
funding is predicated on the percentage of the federal bus appropriation
which was received last year.

The second (Phase II) program level is developed to permit flexibility.
UMTA's budget limitations are subject to variations depending on supple-
mentary appropriations during the fiscal year, availability of additional
funds due to lack of performance in other regions of the nation, and

RTA's continual efforts to obtain a more equitable portion of federal
funding assistance. This technique of budgeting stimulates progress in

implementing projects by enabling the award of federal /state grant con-
tracts earlier in the fiscal year, and provides for potentially greater
capital assistance if additional funds become available.
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Options/Responsibil ities

The discretionary nature of a major portion of the UMTA funding programs
make it difficult to plan to maximize funding. The following actions may
strengthen the relative position of the region in the competition for
funds:

1. There is a need for approving and presenting detailed regional
transit plans (annual elements) by year for at least two years
so that there is never a time when there is no approved plan.

2. It is necessary to assure the availability of the local matching
share. In FY84 RTA will have to provide almost $16 million in
RTA funds which, together with IDOT Series B bond funds, will
match the annual capital program. Without adequate matching
funds from IDOT or RTA sources, full funding cannot be achieved.

3. Strategies for attracting private sector funding should also be
considered.

4. RTA and the Service Boards should develop an effective and
coordinated program directed towards strengthening relations and
providing information to the Illinois Congressional delegation.
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ISSUE B

STATE FUNDING AND LOBBYING EFFORTS

Issue Description

In its state lobbying effort, RTA competes in the state legislature for
scarce funds with other Illinois transit providers and other state funded
programs such as education, mental health and public aid. It is

important to note that the legislature and the Governor determine the
laws which define the very nature and authority of the agency. To gain a

fair hearing, the RTA must develop strong relations with state
legislators and those in administrative positions such as the Illinois
Department of Transportation who affect overall state legislative and
budgetary policy. RTA works directly with IDOT staff during the planning
and programming, grants applications and grants management processes.

Status of RTA Efforts

The reorganization legislation of October 1983 provided a $75 million
subsidy to enable RTA to clear its debt obligations and establish better
relations, and consequently credit terms, with its suppliers.

Matching funds from the state are required for federal capital grants.
In the FY84 budget $46.2 million is expected in State Series B bond or
General Revenue funds.

Options/Responsibil ities

RTA and the Service Boards should develop a coordinated legislative pro-
gram to assure that the Illinois General Assembly remains informed of the
requirements as well as the benefits of public transportation in north-
eastern Illinois.

RTA and the Service Boards should maintain an active presence in all

state legislative matters concerning transit.
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TOPIC 3

RTA GRANT ADMINISTRATION
(as suggested by CTA staff)

Topic Theme

Capital grant funding represents the investment of public funds in pro-

jects deemed necessary to maintain, improve, and expand transportation
services. Public financial support of such efforts requires not only the

ultimate realization of benefits upon project completion, but also the
continuing assurance during project implementation that activities are
proceeding in an efficient manner with due diligence in attempts to

achieve scope, schedule, and budgetary objectives.

Almost all transit capital investment in northeastern Illinois since the
late 1960's has been carried out under grants from the U.S. Department of

Transportation, Urban Mass Transportation Administration (UMTA). Since
late 1979, the Illinois Department of Transportation (IDOT) has provided
the full non-federal matching share for capital grants in the RTA area.
Recently, UMTA has indicated that among the criteria for future alloca-
tions of discretionary grants, will be the willingness of recipients to
"over-match;" in other words, to provide more local share than the
minimum legal requirements. In part because of this, the RTA will be
called upon to provide a substantial level of funding for this purpose in

coming years.

Specific Issue

RTA Grant Administration Guidelines
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ISSUE

RTA GRANT ADMINISTRATION GUIDELINES

Issue Description

RTA has previously administered all suburban bus and commuter rail

grants. CTA has administered all grants pertaining to its services. It

is assumed that one or more of the Service Boards will prefer to have a

direct funding relationship with UMTA; such Boards will request grants

from RTA to provide the non-federal share for those grants. The issue,

then, is under what administrative guidelines will the RTA provide fund-

ing assurance, monitor implementation, and disburse cash to its grantees.
Grant administration requirements represent an acknowledgement of the

public perspective in the award of capital grants. These requirements
must provide for proper oversight without the self defeating effects of

placing excessive time and cost burdens upon the project sponsor.

Status of RTA Efforts

As the need for RTA to make grants to Service Boards is new, there has

not been significant activity in this regard for several years.

Options

In many cases capital projects may receive support from several sources

of public funds, most notably UMTA and IDOT. Because the RTA shares the

common motivation of protecting the public interest, it should establish

an administrative policy which is comprehensive, and yet flexible enough,

to avoid the imposition of duplicative and conflicting requirements.

Broadly, the RTA has the following conceptual options:

A. Conform to UMTA procedures to the greatest extent feasible,

making modifications to respect local interests which are not

incorporated in federal law, and to avoid enforcing federal re-

quirements which are not also local requirements (e.g., there
is no Cargo Preference for U.S. Flag Carriers in RTA, State or

local law, so RTA would have no interest in enforcing this UMTA

mandate)

.
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B. Parallel IDOT procedures. When the IDOT grant program was

first established, its procedures were based on UMTA's to a

great degree. Over the past four years, there has been some

divergence due to differing state administrative procedures,

and legal interpretations in such areas as the eligible uses of

State Bonds, and a very strict construction of contract terms.

The IDOT procedures as presently implemented tend to be more

restrictive than UMTA procedures, but are workable for the most

part.

C. RTA could develop its own procedures, without specific

reference to UMTA or IDOT. It could look at what is done in

other areas of the country, or just start with a blank slate

and prepare a set of procedures to meet its needs.

D. RTA could simply provide its Service Boards with a certain

level of funding through its appropriations and subsidy agree-

ments, based on its annual Capital Program. This would leave

the Service Boards free to provide their own local share from

those funds, for projects included in the RTA Capital Program,

limited by the level of available funds. In essence, program

approval would include funding approval. This might be work-

able, especially where the funds would match UMTA grants, as

UMTA enforcement of its own regulations would also serve to

protect RTA's interest. The RTA funds would only be used to

match UMTA funds, so if UMTA found some item to be improper or

ineligible, the Service Board would have the same

responsibility to RTA as it would to UMTA.

Recommended Course Of Action

It is recommended that the RTA pursue the direction of developing grant

procedures which conform to UMTA regulations, as per point A, above. The

requirements set forth below are based on this recommendation and are

intended to strike an equitable balance between the RTA's need to monitor

performance and project sponsor latitude to implement projects in the

most effective way. These requirements are patterned after those set

forth by UMTA. For the most part, the UMTA regulations are considered

the most appropriate guide in that they have evolved through 20 years of

grant management experience and have been proven in hundreds of grants to

protect the interests of the grantor while permitting grantees to

efficiently carry out funded projects. As most RTA grants will be

matching UMTA grants, the RTA's use of regulations patterned after UMTA's

will also impose \/ery little extra administrative cost.
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A. Application for Funding

Any project element to be considered for RTA capital assistance
must be submitted for inclusion in the RTA five year capital
program. At a minimum, each project element request must
include:

1) a description of work and method of implementation;

2) a justification for performing such work;

3) a budget (by funding source in the case of multi-agency
funded projects) with quarterly obligation and cash flow
projections;

B. Grantee Responsibilities for Project Administration

1) Provide continuous administrative direction to project
operations.

2) Provide, directly or by contract, adequate technical
inspection and supervision by qualified professionals of
all work in progress.

3) Assure conformance to plans, specifications, contract
requirements, applicable codes, ordinances and safety
standards.

4) Maintain the work program schedule and monitor the per-
formance under grant-supported activities to assure per-
formance goals are being achieved. This review shall be
made for each project element.

5) Keep all expenditures within the approved budget of the
grant.

C. Force Account Work

If the project sponsor is to utilize its own employees or those
of a railroad or private transit company in performing work
associated with a project element, such arrangements will
require advance approval. Accordingly, the following must be
submitted:

1) copy of plans and specifications (construction only);

2) detailed estimate of costs;

3) reason for not utilizing private contractor; and

4) scope of work to be performed.

Ill - 34



D. Third Party Contracts

The project sponsor will be required to obtain prior concur-
rence before issuing contracts or contract change orders for

construction, materials, equipment, or professional services
subject to the following conditions:

1) the negotiated or professional service contract exceeds
$1,000,000;

2) the contract will be in excess of $10,000 and issued on

the basis of a sole source brand name or a single bid
solicitation;

3) the contract will be in excess of $10,000 and awarded to

other than the lowest bidder;

4) the change order for a negotiated or advertised contract
exceeds $10,000 and represents a change outside the
original contract scope.

No prior approval is required in any of the above circumstances
in which the specified dollar amounts are not met or exceeded.
Furthermore, no prior approval is required for advertising for
bids or for the issuance of a contract to the lowest bidder.

E. Project Report Requirements

1) Quarterly Progress Report. This is a report on the status
of each project element and is to be prepared at the close
of each calendar quarter until all project elements have
been completed. This report shall be submitted within 45

days after the close of the quarter.

This report, per project element, shall consist of:

a) narrative description of activities accomplished dur-
ing the quarter - citing delays or reasons for slipp-
age where a project goal has not been met;

b) show approved budget, total obligations and total
; expenditures;

c) narrative description of activities planned for next
quarter.

2) Quarterly Financial Status Report. This is a report on
the financial status of each grant contract, showing
budget, obligations and expenditures.
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Requisitioning of RTA Payments

Whenever the grantee requires payment from RTA, but no more
frequently than once per calendar month, it will prepare a

requisition for any grant for which payment is to be requested.
This will be on a RTA form, and will include the following:

1) the current approved budget, by line item;

2) cumulative obligations, by line item;

3) cumulative expenditures, by line item;

4) expenditures incurred since the last requisition, by line
item;

5) a 30 day cash need projection for the subsequent reporting
period;

6) a reconciliation of total cash need with prior amounts
received.

The 30 day cash need projection must represent the project
sponsor's best estimate of funding requirements. Adjustments
resulting from the difference between the prior requisition and
actual expenditures plus the new 30 day estimate will be
reflected by a like increase or decrease applied, as calculated
in the reconciliation process.

No disbursements beyond the approved budget for any line item
will be made until a budget revision is submitted and approved.

G. Project Revisions

Though the project sponsor is mandated to undertake and
complete all project work as originally agreed upon, it may
become necessary to revise a project in response to altered or

unanticipated circumstances.

The nature and extent of such revisions shall determine the
action required of the project sponsor to secure their
approval

.

The project sponsor must secure prior RTA approval for budget
revisions whenever:

1) The revision represents a transfer of funds between
construction and non-construction work (as defined by
UMTA).
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2) The revision pertains to items requiring prior approval as

defined by Federal Office of Management and Budget Circu-

lar A-87.

3) The revision involves the transfer of more than 10% of the

total grant award.

Any other budget revisions not involving a change in project

scope, may proceed without prior RTA approval provided that RTA

is supplied with documentation of the revision with accompany-

ing justification.

Any action necessitating a change in project scope requires

prior approval by RTA. The project sponsor shall clearly

document the nature of the change and the justification for

taking such action.

A change to the total grant budget constitutes a grant

amendment requiring the project sponsor to follow the procedure

for submittal of grant applications.

H. Use and Disposition of Project Property

All property procured by the project sponsor with the assis-

tance of RTA grant funds will be defined and managed as set

forth in Federal Office of Management and Budget Circular A-102

Attachment N, and in UMTA Circular 5010.1, Section 1.6. In

adjustments to eligible costs or expenditures, in grants where

RTA is matching an UMTA grant, RTA's pro-rata participation

will parallel UMTA's.

Unless a prior agreement is reached among the RTA, the project

sponsor, and all other participation grantor agencies, title to

all property shall be retained by the project sponsor as

defined in the circulars referenced above.

I. Retention of Project Records

1) Financial records, supporting documentation, statistical

records, and all other records pertinent to a grant must

be retained by recipients and made readily available to

authorized representatives of the RTA for a period of

three years, with the following qualifications:

a) If any litigation, claim, or audit is started before

expiration of the three-year period, the records must

be retained until all litigation, claims, or audit

findings involving the records have been resolved.
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b) Records of nonexpendable property acquired with RTA
funds must be retained for three years after final
disposition of the property.

2) The retention period starts on the date of submission of
the final expenditure report. Recipients may substitute
microfilm copies for original records.

J. Grant CI oseout

The procedures set forth in the Federal Office of Management
and Budget Circular A-102, Attachment L, shall constitute the
project sponsor responsibilities with respect to closeout of
RTA grants.

K. Waivers

In the event that a projeject sponsor can demonstrate adherence
to a requirement would cause unnecessary and undue hardship,
the RTA may grant requests for modifications to, or waivers of,
administrative requirements in instances where it is clear that
the interests of RTA and the public would not be diminished by
such action.

L. Audits

Comprehensive audits to insure that use of all rTA grant funds
is consistent with the approved grant budgets and scopes of
work will be required.

M. Certifications

As required to track the continued use of grant purchased
equipment and facilities.

Grant administration requirements based on the above will offer the
public and the RTA the assurance that RTA capital funds are being
utilized properly, and permit the grant recipients sufficient latitude to
efficiently carry out capital projects.
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PLAN ELEMENT IV

MARKETING AND COMMUNICATIONS

E1 ement Themes

The major themes for this element of the plan include: development of a

program to attract and build confidence in the region's public transpor-
tation system, and fostering strong relationships between RTA and its

various constitutent publics, including the media, business community,
labor, public interest groups, civic organizations and public officials.

Major Components

A. Development of a Comprehensive Marketing Plan,

B. Budget
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COMPONENT A

DEVELOPMENT OF A COMPREHENSIVE MARKETING PLAN

Component Theme

The objectives of the Marketing Plan are to develop programs to attract
riders, build confidence in the region's public transportation system,
and to foster strong relationships between RTA and its various
const i tuents . -

^ .

The success of a public transportation marketing plan is dependent upon
several strong elements: market research, communications, advertising and
public affairs. It is the interrelationship of these elements that form
an organizational plan for marketing public transportation within the six
county regional area.

The plan however, is also dependent upon aggressive funding. Much has
been done without it; much more can be done with it.

Major Topics

1. Marketing Research

2. Communications Program

3. Advertising Program

4. Community Relations

5. Information Systems

6. Transit Map

7. Private Sector Participation
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TOPIC 1

MARKETING RESEARCH

Topic Description

Market research is the first and intermediate step in the ongoing process

of marketing the RTA. The first step, the preimplementation studies,

tell us what the needs are "out there." The intermediate step provides

the information, such as how much the strategies have motivated the

consumer to change behavior to include the use of public transportation.

The results of the surveys will enable the RTA to achieve the greatest

results with marketing strategies because the aims will be toward

realistic target areas using specific tools to achieve specific ends.

It is necessary and important that market research be developed prior to

the implementation of any campaign or strategies. RTA must discover

exactly what the public needs and wants and their views of current

service. Without this information, planning future marketing strategies

and services is wasted effort and wasted funds.

Research will identify who the target audience is, where they live, work,

play, and whether they know how to use the system. Are schedules and

timetables readily available to them? Do they use buses or trains (or

both)? Do they understand the real cost of using cars for work trips?

Are they aware of van pooling programs, services for seniors and

handicapped? Do they know about monthly tickets for bus and rail riding,

or that the tickets may be purchased by mail? Are our current

information systems adequate, responsive and effective?

Important concommittants of such a program are the studies and surveys

made after the advertising, communications, community relations, and

program development strategies are implemented. Evaluative studies

provide primary data which will produce analysis of the effectiveness of

the strategies.

Status of RTA Efforts

Consumer Need Studies: '

,
'

..

° Survey Employment Users
re: employee needs. <

° Survey Communities
to gauge general needs.

° Survey 1 of 10 households,
re: actual indications of needs.

Options/Responsibi 1

i

ties

RTA must continue its market research effort, augmented by efforts of the
Service Boards on mode specific issues.
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TOPIC 2

COMMUNICATIONS PROGRAM

Description/Status of RTA Efforts

The services of the Communication Program include the provision of

information about the RTA to the news media, broadly defined to include
city and suburban newspapers, radio and television, and special-interest
publ ications. .

Elements of the Communications Program include :

News releases. These may cover anything from bus route changes
to major new initiatives of the RTA Board.

News conferences, to which print, radio and television reporters
?\.rQ invited. -

.

Interviews with the Chairman or other top RTA officials.

Specific information provided at the reporter's request.

Fact sheets. These help reporters understand technical reports.

Meetings of RTA officials with editorial boards.

Articles for trade publications (e.g. Passenger Transport ).

Articles for newsletters of public interest groups (e.g.. Civic

Federation)

.

Cable TV. Public Service Announcements including spot ads,

offer major opportunities for communication with the general

publ ic.

Options/Responsibil ities

Continuation of this effort by RTA and Service Boards as appropriate.

)
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TOPIC 3

ADVERTISING PROGRAM

Description/Status of RTA Efforts

Funds must be set aside so that the RTA can provide timely information to

the public. With funds, the RTA can take a more assertive posture and be

less dependent upon volunteer efforts in their advertising.

It is important to determine the efficacy and accuracy of a particular

marketing and/or advertising strategy. Evaluative surveys do not neces-

sarily have to be major marketing research but it is necessary to know

that the strategies and mediums can be dropped if proven ineffective.

Two types of surveys to determine the effect of an advertising campaign

are employed.

1) Did the campaign produce new ridership? How did riders hear

about the new service or prices?

a. Radio

b. Newspapers

c

.

Word of mouth

d. Television

2) Benchmark studies; to determine the effectiveness of the

communication medium used.

a. Do respondents remember ads?

b. Which medium do they remember?

c. How did they respond to the ads?

Options/Responsibilities

The RTA is anticipating a Fall advertising campaign featuring the Link-Up

Monthly Ticket. It hinges upon the success of the Spring ad campaign for

the Link-Up Ticket and other programs, i.e., the Eisenhower Expressway

alternatives during reconstruction, and the reduction of commuter rail

fares.

A continued significantly funded advertising program is paramount.

Analysis indicates a positive correlation between advertising budget and

ridership (Figure 1).
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TOPIC 4

COMMUNITY RELATIONS

Description/Status of RTA Efforts

In a public service agency, community affairs are an important element in

the marketing approach. This element supports all other efforts through

the development of various program promotions, information and education

to increase public awareness of the Regional Transportation Authority and

i ts many services.

The Area Relations Department of the Consumer Services Division, through

promotions and special programs, fosters positive relationships with

communities.

Promotion

1. Dedications of new equipment and capital building improve-

ments.

2. Distribution of informational brochures, schedules, etc.

3. Special route promotions, e.g., Santa Bus, "Home Free" and

service to special events.

B. Special Programs

1. Developing programs with major employers to have them

encourage their employees to use public transportation and

the monthly passes

.

2. Arranging tours on the RTA for seniors, students, etc.

3. Marketing real estate development around commuter rail

stations, e.g., Tinley Park.

4. Developing and offering programs on public transportation

that can be used by teachers in the elementary school.

Options/Responsibil ities

Continuation of these efforts by RTA and Service Boards as appropriate,
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TOPIC 5

INFORMATION SYSTEMS

Description/Status of RTA Efforts ,

The primary personal contacts that the various constitutent publics have

with the RTA are through the existing information systems within the RTA

itself Included as formal information systems are the Travel informa-

tion Center, Consumer Information and Schedule Distribution.

1 Travel Informa tion Center : This is the RTA's main contact
*

with the public. Agents are on duty 24 hours-a-day, everyday,

except major holidays, to provide specific information on bus

and train routes, schedules, and fares. The TIC s phone

numbers are placed on almost all RTA promotional literature and

advertising. -

2 Consumer Information : This formal process accepts complaints,

commendations and suggestions from the public; routes them to

the proper RTA department for action; monitors responses and

complaint trends; and responds in writing as appropriate.

3. Schedule Distribution : Includes schedule printing and distri-

bution for ail siTburban bus and commuter rail service.

Options/Responsibilities

Staff must continue present efforts as well as identify cost saving

techniques for disseminating information such as:

1. Envelope stuffers - Bank monthly statements, ticket by mail, etc.;

2. Welcome Wagons;

3. Schedules and holders at selected public locations;

4. Information booths at Shopping Malls, etc.
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TOPIC 6

TRANSIT MAP

Topic Description/Status of RTA Efforts '

. -

'

RTA has been without a full transit map since 1979. At that time there
was no budget with which to produce a map. It has now become important

to expand the RTA's information literature to include a new transit map.

Currently, RTA is involved in the preliminary steps for the production of

a new transit map. Staff is investigating an advertising transit map; a

computer graphic oriented map showing more streets, in a road map style

which may be folded. However, RTA needs a budget in order to produce the

map.

In the past, the RTA transit map has been given away free ot charge.
This time, the staff is recommending that RTA offer the map for sale

through various distribution outlets.

Options/Responsibilities

RTA should as a goal attempt to produce a system wide transit map by the

end of the year. Suburban maps would be appropriate as well, given the

size and complexity of the metropolitan area. In order to facilitate map

update, computer aided design (CAD) techniques should be incorporated as

feasible.
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TOPIC 7

PRIVATE SECTOR PARTICIPATION

Topic Description/Status of RTA Efforts

The RTA recognizes the diversity of the various publics which make up the
six county regional area. The issues require an identification of the

consti tutents and marketing accordingly. The various publics include,

but are not limited to:

1. Chambers of Commerce
2. Civic Groups;
3. Community or neighborhood groups;
4. Educational institutions;
5. Fraternal organizations and service clubs;
6. Industrial groups;
7. Labor;
8. Local governments: county boards, municipalities, townships

and transit districts;
9. Miscellaneous - clergy groups, etc.;

10. Retail associations.
11. Senior and handicapped clubs or groups;
12. Transportation related special interest groups;
13. Media (print and ectronic);
14. Legislators (State and Federal);
15. Organizations promoting tourism, conventions and business

relocations.

Recently, RTA organized a committee of marketing execitives from major
Chicago area businesses to provide advice and guidance on market
segmentation and potential promotional efforts. A major objective is to
develop an annual marketing program (in conjunction with RTA staff)
designed to achieve ridership growth.

Options/Responsi bi

1

ities

The formation of a Marketing Committee is a desirable effort for reasons
cited above; this group should continue to provide input to the RTA
marketing effort.
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COMPONENT B

BUDGET

Component Description/Status of RTA Efforts

RTA has been without a budget for radio and television advertising since

1979. The image type of advertising, used to generate broad knowledge or

recognition of RTA as a public transportation agency with several types

of services available, was ended. During 1980, the entire advertising

budget was invested in a categorical informational type of advertising

which was more specific regarding location and service. Local areas were

targeted for an information campaign, consisting primarily of local

newspaper advertising supported with collateral materials, maps, time-

tables and exhibits.

In 1977 and 1978, approximately $1,800,000 was budgeted for advertising

each year. In 1979 and 1980, the budget was reduced to approximately

$1,500,000 per year. After 1980 there was no allocation for advertising

at all.

A 1980 marketing study provided information that the RTA's image had

vastly improved. The momentum of the institutional and informational

campaigns had generated wide knowledge of RTA and its services, demon-

strating that funds spent on advertising produced two peak ridership

years, 1979 and 1980.

Commuter rail and suburban bus ridership figures showed a steady increase

from 1978 through 1980. The estimated number of unlinked rail and bus

trips increased by 10,000,000 trips each. From that high, commuter rail

ridership declined by 23,000,000 trips at the end of 1983 and suburban

bus ridership by 8,000,000 trips in the same period.

From 1981 through 1983, marketing efforts to promote ridership were

implemented through press releases (free newspaper exposure), flyers,

posters and brochures, reaching limited target audiences with minimal

follow up capabilities.

Budgets for media purchases, outside creative, or outside printing

assistance have not been available since the financial crisis of 1981.

The lack of an advertising budget prevented RTA from counteracting the

adverse reactions to the 1981 fare increases and service restructuring.

The only available vehicle for public information besides press releases

were the letters sent to citizens who had phoned RTA to complain,

question or protest.
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Options/Responsibil ities

With a new age and restructured organization at the RTA, programs to
attract and build confidence in the region's public transportation system
and build ridership may be possible. It requires a strong marketing and
advertising budget if it is to be done with a hope of success.

Under the assumption that the RTA is ready for a new and assertive
marketing and advertising posture, and that a new and larger program of
community relations may be possible with the creation of the new Service
Boards, the following are highly recommended.

1. Market research for RTA should be centralized at the oversight level.
Currently, many of the functions of marketing research are carried on
by a few departments. The result is a scattering of information,
perhaps a duplication of research and a lack of professional
attention to the problems to be solved. We recommend that the RTA
Market Department be responsible for the coordination of regional
market research and that all record keeping be done by the Depart-
ment.

2. Advertising, (image and information) which is a function of Market-
ing, should continue to be centralized in the RTA Marketing Depart-
ment. This approach should permit economies in advertising a

regional transportation system. The Department will assess the
current Li nk-Up campaign and, dependent upon the results, will
continue to use outside agencies for future program promotions.

It is our experience that it costs $250,000 to $350,000 per
promotion. It is recommended that a minimum of four major promotions
be done each year. A $1 to $1.5 million advertising budget, for
example, is less than one-fifth of one percent of the total RTA
operating budget.

3. Community Relations is entering a new age with the addition of
Service Boards and committees. Each of the boards (and committees)
will have their own community relations responsibilities which should
be coordinated with the RTA Community Relations functions.

4. The reproduction of marketing communications material including
video and audio-visual production, could be centralized for a

functional control of professional quality and a more economical
investment of time and funds. The Marketing Department, working with
all other departments, could manage the storage and dissemination of
materials and record keeping. Currently, there is no central storage
of such materials or records except for a library function which
stores old office files. Materials may be found only after searching
through five or six departments.
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5. Although there is a charge-back system whereby a record of time spent
on various projects is charged-back to the department of origin, the
system should be extended. Graphics and Marketing have a procedure
in place for keeping track of time spent on projects for other
departments. It would involve more precise record keeping, but the
prototype already exists.

The interim RTA Board should begin implementation of the option des-
cribed. A policy should be put into place which would be the continuing
responsibility of the RTA Board and the Service Boards.
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PREFACE

The report below was submitted by CTA. It spans a wide variety of
concerns within the strategic plan. It is reproduced here verbatim.



SYSTEM PLANNING/INFRASTURCTURE

MAINTENANCE OF THE EXISTING TRANSIT INFRASTRUCTURE REPRESENTS ONE OF THE

MOST COSTLY AND OPERATIONALLY CRITICAL CHALLENGES FACING THE REGION'S

PLANNING PROCESS.

Assessment of the age, condition and location of the huge area-wide

inventory of equipment and facilities is an essential aspect of

determining both long-range funding and staging requirements. Completion

of this difficult and lengthy process would be followed logically by

drafting of a staged retrofit/replacement plan. Given the variety of

elements, the complexity of life-cycle interrelationships and the in-

determinacy of funding levels, infrastructure maintenance is perhaps the

most complicated and least politically "glamorous" strategically-defined

concern.

Realignment and redeployment of existing systems and equipment may

provide some of the most cost-effective planning measures. Close-knit

cooperation between various municipal entities will permit implementation

of systemic-efficiency measures such as contra flow bus lanes and rail

consolidation projects, an example of which is the Howard-Dan Ryan

1 inkage.

Studies of demographic movement and growth indicate the need for transit

infrastructural growth in response to these changes. Regional involve-

ment in corridor studies has shown immediate potential in the various

inter-suburban linkages.

Renewal, replacement, and relocation of transit support facilities is a

topic of shared concern to the Service Boards. Determination of the long

range disposition of station, storage, and vehicle maintenance as well as

the investigation of inter-agency shared-facility relationships.

SERVICE PLANNING

EFFECTIVE UTILIZATION OF EXISTING EQUIPMENT AND SYSTEMS MANIFESTS THE

MOST IMMEDIATE AND, PERHAPS, COST-EFFECTIVE MEASURE AVAILABLE TO REGIONAL

TRANSIT IN MAINTAINING ITS OPERATIONAL VIABILITY.

The establishment of fixed-route planning strategies forms the opera-

tional backbone of the transit network. A 1 ogistical ly-def ined response

to metropolitan growth and development both effectuates these processes

and allows transit systems to operate more efficiently.

The most concentrated and complex network in the region is represented in

the downtown Chicago distribution system. As CTA continues its work with

City agencies, the State Street Council, and the Central Area Committee,

improvement of commuter flow patterns, through adaptation to changing

density patterns and consequent reduction of vehicular flow conflicts,

will be real ized.

Perhaps the most obvious agenda set before a regional planning forum

regards the effective operational relationship between service agencies.



Immediate strategic consideration should be given to relationships

between CTA service and that of the suburban bus and commuter rail

systems. The enhancement of a symbiotic interface between regional

transit agencies will subsequently improve both network and individual

productivity factors. Consideration of the interaction between public

and private providers may additionally enhance point-to-point movement

efficiencies.

Within the regional scale of development, peripheral growth patterns have

developed variations, and often reversals to conventional travel pat-

terns. Interpretation and transit implementation of such phenomena as

reverse commuting, as in the case of rail line extension to the two

airports, will challenge the regional planning process to develop more

fixed-routes to serve these facilities. .

As the rate of metropolitan social and physical change increases, more

rapid response modes within the transit system must be developed.

Utilization of paratransit would appear to provide a solution to rapidly

evolving service needs, while supplementing existing vehicular systems.

Integration of this modal element into a regional network will allow for

the fulfillment of rapidly changing corporate and industrial needs as

well as socially-mandated goals, including elderly and handicapped

programs

.

The future of transit is dependent upon the development of techniques of

operational modelling to both study commuter movement and predict its

effect on existing delivery systems. Only after these analytical tasks

are performed can meaningful service deployment decisions be made. In a

regional perspective, service planning should be conducted through the

cooperative interaction of all service board defined data bases. Subse-

quent development and application of statistical and methodological

processes within this interpretive realm will realize more meaningful

data for individual jurisdictions. In addition to the development of

analytical tools, the planning process should seek to implement system

interactive measures designed to enhance predetermined demand characte-

ristics; e.g. flex-time.

OPERATIONAL FINANCE

AS A TRUE "BOTTOM LINE" FACTOR, THE ANALYSIS OF CONSUMER DEMAND AND

SYSTEM ADMINISTRATIVE EFFICIENCY IS ONE OF THE MOST POTENTIALLY PRODUC-

TIVE AND PARADOXICALLY, LEAST UTILIZED AREAS OF SYSTEM PLANNING.

The subject of fare policy is one that is always topical, inevitably
controversial, and utimately of tremendous systemic impact. As an

initial approach to this issue, strategic planning should attempt to

initiate a market identification and analysis process through which fare

policy decision-making could be channeled. Issuance of such a program at

a regional scale would have the advantage of shared data bases, a mutual

safeguard against the "operating in a vacuum" syndrome. Additionally, a

coherent regional public transit image with closely associated, specifi-

cally-targeted campaigns would have a synergistic effect with respect to

public perceptions.



Determination of transit market segmentation characteristics would elicit
rational interpretation of several previously raised proposals: Imple-
mentation of any of these programs would be facilitated by adaptation of
new farebox and passenger counting technologies presently being studied
by CTA.

Joint development is an operational finance recovery system being suc-
cessfully utilized by a number of large transit properties across the
nation. Investigation and planned implementation of this developmental
technique are productive activities that can be undertaken through both
local and regional channels.

Privately provided service is a factor that will ultimately impact the
transit system. Establishment of both a dialog and internal planning
process will derive and chart the most productive aspects of these
relationships.
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